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PERMANENT PART TIME EMPLOYMENT:
THE MANAGER'S PERSPECTIVE

- by Stanley D. Nollen
Brenda B. Eddy

Virginia H. Martin

Abstract

Part'time employment is surprisingly common, and it is 'growing. More than

20 percent of all people who work are employed part time. Advocacy groups are

pressirkg for more part time jobs, but there is little information on their ef-

, feet on employers.

The objectives of this exploratory study are to 1) learn why some employers

use permanent part time employment and others do not, 2) suggest what the bene-

fits and costs of part time employment are, and 3) describe which work-Settings

are well-suited to part time employment and which are not. Original data were

obtained from personal interviews and mail questionnaires from 68 private sec-

tor corporations, both useys and non-useirs of permanent part time employment.

Occupations studied were mainly clericalk,operative, and laborer.

The economic outcomes of part time employment are not central to employers'

decisions to use it or not. Often the outcomes for part time workers are about

the same as for full time workers. When there are differences, they are often

unimportant to employers. Thus economic benefits are not strong incentives to

use part time employment, and economic costs are not strong constraints against

its use.

41-le most frequent economic benefits of part time employment are reduced over-

time, higher productivity, reduced absenteeism, and lower wage and frince benefit

costs. The most frequent oost'is supervision, with recordkeeping also ,

mentioned occasionally. These outcomes may vary with the occupation of

the part time job. On balance, benefit; outweigh costs. The expectations

of employers who do not use part time workers are somewhat morq negative

than users' experiences, but the only factors on which there was strong

disagreement were productivity and absenteeism.

Employers (both users and non-users) generally do not have pejorative views

of part time workers. They believe.in their seriousness of purpose; acknowledg-

ing their need to schedule work around another major responsibility (such as

school or children) and earn an income. Yet many employers see part time workers

as different from full time employees. They are eerceived to be outside normal

career ladders; not interested in or eligible for advancement or promotion.

A
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The .1.ature of the employer's business stiongTi'affects the' usage of part

time emp yment. The most common reason offered for using part time workers

is to fi tht work force to the size of the work load. In addition, the nature

of the j affects the use of part time employment. Sbme job technologies fa-

, vor it a ome discourage it.

Therie are two work technologies which clearly encourage the use of part time

employment: discrete job tasks and cyclical demand for products or services.

There are'also two work techiplotties Which are clear constraints: continuous

process operations and supervisory responsibility in jobs. These technologies

affect economic outcomes of part time employment and distinguish Users from non-

users. However, continuous process operations are not an absolute barrier- -

over half the users tudied'had this technOlogy.

Organizational,structure, management style, and managers' attitudes are

Secondary factors in explaining the use of part time workers. Employers who

use part-time workers have a relatively organic organizational structure which

is more informal, and less controlling than that of non-users; they are More

employee-cenpered and participative; their work unit supervisorsare more change-

oriented and less traditional in their values. But there is no molar organiza-

tional climate difference between them--part time,employment is not more likely

among human relations climates thanamong classical management climates.

,

The decision, to use permanent part time employment is a two-stage-process.

first, the consideration of part time employment as a staffing possibility is

prompted almost exclusiyely by a scheduling problem--by a cyclical demand for

the output of the work unit, by 'extended hours of operation, or by a non-stan-

dard size of work load. Secotd, an adductive decision process'comes into play.

Given a scheduling problem; managers scan for factors which might block their

useof part time employment or make its implementation easier. The factors

which they Scan are work technology, labor market conditions, trade union,influ-

ence, and some aspects of organizational climate. A constraint in any of these

areas reduces the chances of adopting part time employment, although encourag-

ing,factors in other areas might offset the constraint, Or the scheduling prob-

lem may be serious enough to overcome the constraint.

For the future, it appears that almost any job could be made available on

apart time basis. There are no absolute technological barriers or major eco-

nomic costs of pare time employment (except those caused by collective bargain-

ing agreements). Although there are som job technology reasons why few managers

are employed part time, these can be ovejcome. Yet it is not likely that many

A additional part time jobs will be made Available without some new incentive for

employers to do so. The major incentive to use part time employment currently

is scheduling problems; these are not common to all employers. Few if any other

strong incentives can be documented. However, if government policies encouraged

part time employment, they would succeed; there would not be strong resistance

registered,by employers as long as they retained considerable flexibility in im-

plementinehuch policies. Current non-users usually are not prejudiced against

part time employment and do not foresee impOssible cost barriers.. But it is

essential to gain the cooperation of labor unions.

ii
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INTRODUCTION

Part time employment is surprisingly common,in American industry. More

than 20 percent of all employed people work on a part time basis. Among women, the

young, and. the old, the percentages are mil* higher. It is also a steadily

growing, form of employment.

. Whether due tote growth in its use or to the changing values and life

styiesof fheoilitO's, therq is.increasing interest in-part time employment as

as ,aattnati the standard work schedule. The popular press is replete with

articles enumerating the advantages of part time employment and advising prospec7
tiVe workers howto find meaningful part time jobs. The stress is on permanent

pact time employment r#ther than temporary or intermittent work.
,

The claims made by advocates of permanent part time employment pear im-

pressive:' t

- reduced unemployme nt by sharing the available work

- more opportunities for those who cannot work full time--p arents with young.

children, students, handicapped, and elderly people

- easier transition of roles from housewife to worker or worker to retiree

- reduCed stress in two-worker families by sharing of child care and domes,-

IllIduties
-

easier mia-career retraining, without total loss of earnings

more even utilization of public services such as parks and transportation.

In 'add these alleged social, benefits, .advocates also claim there

are a variety,of advantages for,employers. They include:

- increased labor productivity
- reduced absenteeism and turnover
- better tailoring of labor input to work needs

- reduced labor costs
- a larger and better qualified labor pool

increasedncreased employee morale and job satisfaction

fir

Delspite the growing use of part time employment,and its claimed advantages,

those who are most responsible for its use--the employers themselves--are

ouslyxilent. Neither business journals nor business conferences devote much

attention tgg it. Very few academic inquiries have been made. Even the federal

goVernment4itself--a policy leader and a major employer- -has yet no employment -1

polticy responsive to the mounting demands to assist permanent part time employ-

ment.

Thus-it is aprovocative irony that there should be so much activity by

those who want permanent part time employment, and so little concern by those ,

who might provide it. -Surely the staffing decisions of employers,, conscious

a
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or unconscious, are affecting'millions of Americans, as well as the economics

of their own enterprises.' And yet thete is little knowledge about part time

employment from the employer's point of view.

This study is focussed on the employer. It is small scale and exploratory.

It begins to investigate the issues from the employer's perspective, and it

seeks to understand the irony of their unconcern. Three.major questionS are

asked in this study:

1. Why do soap employers use permanent past time employment while others

do not? at is their decision process?

2. What are the benefits to employers of using part time employment, and

what are the costs? How do they view their experiences?

N

3. What are the work settings for which part time empOtent is wel,1-

suited and successful, and in what settings,'-if any; is it irApro- ....

priate? . -,..

,

The first step toward answering-these questions was a reading of previous

studies and data sources -to learn the usage patterns of par* time employment,

to see the business environment in which part time employment decisions are

made, and to assess the state of current' knowledge aboutoemployer-level issues

g

(see t e authors' interpretive review). That research led to a series of work-

ing by otheses:

1. That employers have generally good experiences with part time employment

--that its benefits outweigh its costs--and that those good experiences-

account for its use.

Z. That the nature of the work (work technology) in some cases fits with

(or even calls for) part time sfteduling, while the nature of. the work

in other cases discourages it.

3. That orgapizational climate and management style are either receptive

to partiflme employment or hostile to it.

4. That benefits and costs, work technology, and organizational climate

are interdependent, and that the decision process includes all of them.

The empirical heart of the study is opinion data obtained from68 empioyers

in the private sector, both those who use permanent part time workers and btose

who do not. Personal interviews were held with both a senior employment officer

(such as a personnel director) and a work unit supervisor inmost firms in order

to hear both high-level_policy viewpoints and day -to -day operating details. In

addition, a mail questionnaire-was answered by each interviewee.

The fists were concentrated in the manufacturing induStry, where there are

many production jobs and little use of part time employment, and in the finance

and insurance industry, where there are,many administrative-and clerical jobs

and substantial' use of part timeworkers. Because of this concentration and the

small sample size, the findings from this study are not generalizable to all

work settings.

2
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f

The results of.his research include new knowle dge a*ut:':e

.

- What the economic benefits and -costs of permanent'part time employilent

read it is now used

- What the expectations and attitudes of employers who riot use part..

time employment are, and why ..---
w

.
, .r

-;What kinds of s and work technologies are good for part time 40101.10y-

nimp and whatikdS are not good :
_=, .

44 *

a' .7.

41-Whether organizational climate and management style affect thetuse of

'part time employment, and if so, in what Ways
, )\_

. i

- How factors external to the firm, such
,

as labor unions and labor market

conditions, bear on the decision to use or ndt use part' time employment

- 'Abet employers' attitudes toward part time workers are

- How the personal characteristics oPparttime workers, such as geir
housewife or-student status, affect the use of part time employment and

its economic outcomes

- What the employer's decision process is like--what prompts the Considera-

tion of part `time employment and what factort'aredominant in the decision

- If new public polir to encourage part timeHemployment is proposed, what

policies might work and.hOw these policies might affect-employers

The plan of the study is as follows. In Chapter I, the setting is predented.

The issues are outlined, and there is a summary of,what is. -known about part time

employment from the employer's standpoint.- Ire:Chapter II, the research methods

are described. In Chapters III, IV, and V, .the main body of empirical findings

is presented. Employers' experiences and expectations about part time employment

are described and theii-alects on.its usage are "found in Chapter III. The work

technologies of employers and their effects'on the decision to use part time em-

ployment are presented in Chapter IV. .EimilarIyefindings c5norganizational cli-

mate appear in Ch pter V. In Chapter VI there are a.synthesis of the main find-

ings, a set of co clusions to the major questions asked, andsome recommendations

for future polici s for both employers and governments.

3
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Chapter I. THE SETTING

The first step in answering employer-level questions about permanent part
time employment is to uhderstand the setting in which current decisions in this
area are being made. This includes a review of the Major arguments presenter}
by groups concerned with part time employment, a summary of legislative initia-
tives and private sector experiments with this work pattern, and a review of
the state of current knowledge about it as derived from a survey of the rele-
vant literature.

N. Arguments and Activities

Advocacy Groups. A number of advocacy group's support permanent part'time
employment, including those representing the interests,of women, the elderly,
the handicapped, and the poor and the unskilled. Women's groups believe that
part.time employment would assist women with childTen to combine career inter-
ests with household and child care responsibili.ies. Other groups suggest that

part time employment would facilitate the transition from work to retirement
for elderly people and enable more handicapped people to be productively employ-

ed. Poor people who cannot easily'work full time .(such as welfare mothers)

might be able to work parttime. Unslalled'indiyiduals who could work part

time'would be in a position to acquire training without total loss of earnings.'

Other advocates claim that permanent part time employment promotes equal
tmployment opportunity and social equity and is therefore in the service of

national goals. If this is so, widesprtad acceptance of permanent part time

employment would efit 'the neediest. Permanent part time employment might

remedy the underkization of women in the labor force. In general, it ex-

pands the range of employment options, thereby contributing to the quality'
Of working life.

In lAdition, two national economic benefits are claimed for permanent

part title' employment. The number of people unemployed can be reduced by a

share-the-work principle. For example, half time jobs provide someemploy-
ment for twice the number of 'people as full time jobs, albeit with no increase

in total earnings. Thus part time employment is prop sed as a means of coping
)with'chronic surpluses of labor. (Of course, increas d part time job'Oppor-

tun4ties.may also increase the supply of labor, thus_ mitigating any 'beneficial

effects on unemployment.) '-

,

The ether benefit claimed is increaiikabor productivity. Part time
.

_

workers may be absent let's and take fewer breaks while at work. If they ex-

perience less fatigue or stress, they may be able to maintain a faster out-

put rate. They are claimed to have high motivation.2 None of these social
and economic bendfits, however, have been empirically verified.

1

"See U.S. Congress, House of Representatives, SAlbcommittee on Manpower and
Civil Service (1975) and U.S. Congress, Senate Subcommittee on Employment, Pov- ?

erty, and Migratory Laeor (1976) for representative arguments, made by these groups.

2See Section B below for more details and sources.
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Employers. Partly in response to-these arguments, employers in federal,

state, and local government and in private enterprise have recently conducted

several noteworthyexperiments'with permanent part time employment. For ex-

ample, the professionaliand Executive Corps of the Department of Healtl', Edu-

cation and Welfare offers permanent part time work at high job levels; the

State of Wisconsin Departmept of Human Resources has a job-sharing program;

and the Control Data Corporation operates a part time assembly'plant.3 Other

employers in the public and'prtvate sectors have also-instituted a variety of

ongoing, permanent part t4me employment programs--part %ime counselorsat the

U.S. Veterans' Administration, part time laboratorytecHnicians at the U.S.

Geological Survey, "mothersi_hours" at Massachusetts Mutual Life Insurance'

41 Ca., and the evening mini-shift at Occidental Insurance Co. For the most part,

however,,theseprograms have not been evaluated.
_

Public Policy Makers. In the public policy arena also there has been

interest in permanent part time employment: Five bills relating to alterna-

tive work patterns were introddced in the U.S. 94th Congress (1974-76). Three

'
of these focused on permanent part time employment: S. 792 by MrrTtmney and

its companion H.R. 3925 by Ms. Burke, -both called "The Part Tpne, Career Oppor-

tunity Act," and H.R. 12414 by Mr. Conable, called "The Private Sector Part

Time Employment Act." The first two pieces of legislation would mandate that

at least 10 percent of all federal jobs (up' to supergrades) be available on

'.a part time basis, and the third would'provide a tax incentive to private sec-

tor employers to increase their use, of permanent part time'workers. None of

these bills has, yet been enacted,,although S. '792 was passed in the Sena.e.4

In addition, several states have proposed,or passed legislation designed to

increase permaneMt part time emPloyment (e.g., Massachusetts, Maryland, and

Wisconsin) . ', In the executive.bpnch, the 'U.S. Civil Service Commission has

a reinterpretation of personnel ceiling regulations to encourage more

pakt ime enployment.5 " .

farge'Supply and Small Demand. The supply ofpeople who want permanent

part time employment is claimed to exceed the number of)veilable jobs Al-

though some organiiations currently employ permanent part time people, 7kt is

, not-a usual staffing method. About one fifthlof all people who work are part..

time workers, but less than:a tenth work part time yeaaround. Nevertheless,

the use of permanent part time employment has increased. Miring the last/25

years, the proportion\of the labZr force' accounted for by permanent part

t' ribrkers grew by SO percent. New employment services have been created.

to et' the needs of a work force that specifically seeks out a part t me ca-

row (e.g., New Ways, to Work in Palo Alto and Flexible Careers id chi ago).

Employers'who offer new-lobs on.a permanent part time basis,report a over -

whelmiegly positive response from job seekers.

S

44,

3See Howell and Ginsburg (1973), U.S,. "Congress Senate Subco
/

ttee on Em-

pioyment,..PoVerty and Migratory Labor (1976) , and Control Data a rporation

(19 ), respectively, for discussions of these experiments.
,
,

/

/

/,
.

4See U.S. Congress, House of Representatives, Subcommitteelon Manpower and

"civil Service (1975) for testimony on these.bills (except H.R./12414) ','

5See Appendix III for detailt of this and legislative activity.
4 4
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Yet all this experimeritation and le4islative activity has raised mere1.0'

questions thEn it has. answered. Questions of-the economic ,impact On-the -

employer and the suitability 'of permanent part time employment to.vario#s''

work settings are central. Although the state of current knowledge about

these and related questions is meager,.a.brief review is necessary.

,IF

The State of Current Knowledge

The litetaeare on part time employment, although sizeable, does riot per'

mit'much synthesis of findings with any degree of certainty.6 There is little

rigorous theoretical demeolopmentjalthough theories of _dual labor markets in

the field of industrial and labor relatl.ons would seem especially applicable),

.,c--;=and7-lbodius deduptivereseardh is hampered.7 Tin Scarce empirical evidence has ,

'mainly tome fromcase Studies which ate unrepresentative% or from surveys of,.,

.employers who use part time.workers.6 Much of the literatbre,relates to women,

and some of the best worke-are-piropean studies conducted several years hgo.g

A small amount of statisticaldap on p'art.time.employment Is pilb.lished in,U.S.',

government documents:10
. .

A distinction needsto be made between permanent part time emplo4ayment and

other types of non-full -time employment. This Study-ses the definition of

$ the International Labor Office, whiCh IS also usediby the Organization for
EcondTio CooPeatioh and-Development (I.L.O. 1963, kallaire'1968).

Part time employment: Regulai, voluntary employment Carried out during

working hoiirs'_,distint=tly shorter. than normal: , /

. ,

Note that part tiMe-employment, under this definiti?n, 1) ikstable anti not
,

., temporary, catual, or intermittent, 2) is not'the result of adverse economic

. -circumstancas..WkIch, rerf-Tri outback in working hours, and 3f may be part

day, part week, month. Thus we take part time. employment to'ean

permanent part time employment. .

6See the authors' unpublished paper, "Permanent ,Part Tirr Employment': An

Interpretive Review,." for an extensive survey of theliteraturetbn permanent

part time employment from the employer' point of view. ,,

7Move (1369) appears to be the only fttempt, and it is akswpply side.

Slather than demand side.treatment. The work of poeringer and Piore (1971)

would also seem applioable. .

&The Catalyst studies exemplify the former (1968,'1971), and Prywes'

(1974) and B.N.A. (49'74) represent, the latter: .

6In particular, Hallaire,(1968),and (1973).

.
10See, e.g., the Special Labor Force,RepOrts series of the U.S. pureau of

Labor Statistics, especially the annual ,issue titled."ifork Experience of the

Population."
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This definition excludes three .other employment .categories which often

have been associated with part time work:

:

Temporary employment: Employment of ,fixed duration, either fu)1 time'

or part time. Seasonal workers, temporary help services, and'some con-
.

sultants fall into this ca :.oiy.

Intermit ent employment: Employme on an occasional basis. Wofk iq

unplanne and unpredictable With reg to both availability and duration.

ShOrt hours, or part time employment for economa reason: A work week

'shorter than normal instituted to cut production or servides.during eco-

nomic downturns or to,share work during periods of recession. .

,There is no international standard to determine the number"of hours which

constitute part.time employment, or to establiSh How much working time is "dis-

tinctly shorter than normal." The U.S. Bureau of Labor Statistics defines part

time employment as'any employment less than 35 hours per week (without regard

to temporary or intermittent distinctions).

,
Size and Scope of Part Time Employment

Three key facts help describe the sizeand scope of the ph4homenon of part

time'emploiment in the U.S. First, the level of usage of part time (including

temporary and intermittent) employment is surprisingly` high; the usage of per -

h an4nt part time employment is not precisely known,' but is likely very much

lower._ Second, the oscurrence of part time employment is veryunevenly distri-

buted across industries and occupations. It also varies grdatly according to

the sex and age of the,worker. 'Third, the use of part time 'employment has in

creased substantially relative to fdll time employment in the past 25 years.

Level of Usage. In the Uniteak,States, 21.1 ,percent of those who worked

in 1975 were part ¶ime employees (this category includeS 411 people who usually

worked less than 35 hours per week).1 Most of them--80 percent--were voluntary

part title workers (as -opposed to "short hours" workers'whose work week was in-

'voluntarily reduced by their employer for economic reasons). Their.average

hours of work per week was about 18.

The extent of voluntary part time emOloyme4 'which is regular and permanent

as opposed to temporary or intermittent is not precisely known. However, about

39 percent of all part time workers were employed year around (48 to 52'weeks)

ih 1975, Assuming that year, around part time workers .are both voluntary and ,

permanent, then a minimum of 8.2 percent of all 'employed -people are permanent

part time workers
, .

Sex and Age Composition. Women are much moreslikely to be part time emplN.-.

ees than men. Among all women 'who wbrked in 1975, 33.0 percent worked part time

while among men, only 12.4 percent worked part time..

11The source for this and subsequent aggregate statistics, unless otherWise

noted, is the U.S. Bureau of Labor Statistics .4.1976). FOr more detailed data

see the authors' unpublished paper.

8

20



I.

The diatinction between part and full, time workers is even more pronounced-
..

according to'age categories. Nearly half the nation's-younger and older people,

men and women under twenty and over sixty-five; work part time. Very low pro-

Portions of men in the prime working ages of 2t,to 59 are part time employees,
although-among wopen.a substantial level of. part time' employment continues'

throughout the'adult working life. For example, only 2.8 percent of-men Age

:35.:44 worked-part time in 1975, but 31.4 percent of women in the same age

gKoup did so.'
r

Occupational and Industrial Distribution. Part-time jobs tend to be

iiroutine and unskilled. About 52 percent of all men who work part timeare
service workers, laborers (non-farm), or operatives. Among parttime women,

61 percent are service or clerical workers. In contrast, these occupations`ac-

count for only 341percent of all full time workers in the case of men and 56

percent of all full time. workers in,the case of women. Thus part'time workers

are overrepresented in these'lo level,occupations. On the other hand, a sub-.

stantial number of part time e loyees fall at the other extreme of the occu-

pational spectrum. Specialized professional or technical jobs account for about

one-eighth of all men'and'women.part time workers. The occupational category/
with'the smallest number of men- are time workers is that of managers and ad-

..Ministratorslronly 2.6 percent of these employees are voluntary part time workers.

The industrial distributidn of voluntary part time workers is likewise un-

even. The service industries, and the wholesale and retail trade industries'

1 -.. are overrepresented, while the manufacturing industry, wit11. only 3.9 percent

of its employees working part time, is underrepresened. '40lowever, these out-

comes may also reflect the distribution of skilled and unskilled occupations

within these indlittries or the number.of women they employ.'

II
Growth of Part Time Employment. -Since the early 1950's the proportion of

.both men and women who work part time has increased--from a.level of,about 9.0 to

12:4percent for men, and from'a level of.about 25.0 to 33:0 percent for women.

The number of part time people working year around, however/ has increased at roughly
the same rate as all, part time workers. More employers have increased their use of
permanent part time employment than' have decreased i,t (8.N.A., 1974). Voluntary

part time employment has increased especially rapidly. In the late.1956's volun-

tary part time employment represented about two-thirds of the part time workforce.

Currently it represents n:34-fifths. However, the overall increases in part

tidie employment appear to 1pe due to an increase in the number of young and old

people working paretime. There has been no secular increase in the proportion

tf prime working age men or women who work part time.

Occupationalfly,,the largest increase has been in the clerical and service -

occupations. There has alUp been an increase in the relative number of profes-

sional and technical peoplewho-work part time,

V

Employers' Experiences12
e

A.number of studies gave measured employeh' experiences with and attitudes
toOard permanent part time employmnt. These findings have also suggested that

12See the authors'- unpUblished paper for sources and more detail.



external io.the employers may have generated the use of part time

,empjoyment.

Workplace Outcomes. One outcome suggested by the literature is 'that per-

manent part time workers may differ in overali job performance from their, full

time counterparts, especially inprOductivity:turnover, and absenteeism. Pre-.

yious studies do not suggest that part time workers are clearly superior, but

that part timers perform better than full time workers more'often

'Nevertheless, part time employees are often believed to be inferior in promo-

-tability,'eompetence, responsibility, loyalty, identification with employers'

goals, and in their relationships with coworkers, although there is little evi

dence in previous studies:to support these beliefs.

It is also commonly believed that part time employment causes higher per-

sonnel sdnidnistratibn.costs to be incurred than would be the case for.full time

employment, especially for recruiting, training, record keeping, and.fringe

benefit costs. Previous studies suggest this may be true for record keeping,

but there are no empirical indications about recruiting, training, or fringe

benefit costs.

Work management tasks are often,

and

to be problems with part time em-

ployment. ?or example, superyision
nd communication may be more difficult,

'equipment and facilities may need to be expanded, and scheduling the working

time of part time workers could introduce complexities. But in other,tases,-

work management tasks might.beeased by the use of part time employment, if

that means less Overtime needs to be scheduled for full time workers, or if

peak work loads or extended houis of business can be more easily covered.

-...

It is not likely that all.the benefits Or all the costs, of permanent part

time employment will accrue to'any given employer. Only some will be realized.

Furtheimote, an outcome which is a benefit to one employer may be a cost to

another. In other words, which outcomes are favorable for part time employment

and which are unfavorable is in part, situation- specific.

,Attitudes and Rerceptions. I Previous work suggests that many employers

hold a rigid, stereotyped view of part time employment. It is often viewed as

marginal and unnecessary except as an expedient to cope with special work

needs. It is considered Appropriate only for certain work technologies, and

'suitable mainly for entry level and less desirable robs. Employers tend to

see managerial jobs as unsuited to part time employment. Professional jobs

.are acceptable as'part time positions only if there are no administretive re-

sponsibilities. Little"training investment or promotional opportunity is at-

tached to part time lbyment. Part time job holders are correspondingly .

viewed as temporarya condary wage earners. Employers do not consider them

llIP

serious about careers or committed to the labor force. Other studi uggest

that employers who do, not use part time workers are reluctant to beg o do so

becausethey fear disruption of the status quo..higher costs, and a riety of

Idiffuse and unspecified administrative complexities.

ExternalForces. TWo major forces external to the employer may influence

the use of permanent part time employment and affect the experiences some em-

ployers have had with it. One such force is the conditions of labor supply.

If full time labor is scarce, as it was after World War XI in Euxope, the use
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22



of part time employment is favored-since it may expand the size of the labor

pool by appealing to people who otherwise would not work (such as some women).

If part time labor is in surplus, as is thought to be the_case in the U.S. cur-

rently, benefits froth part time Amployment may accrue to the employer. .Recruit-

ing costs, for example, may decrease, and better qualified and hence more pro-

'ductive people may be employed.
o

The other major extnal force is labor unions. Some unions are skeptical

of part time employment. They believe it might damage the status of full time

workers by increasing competition for jobs and depressing wage rates. Some

unions also believe that widespread part time employment might mitigate agaidst

union objectives to gain a shorter full time work week. Unions are concerned

that part time workers might be more difficult to organize. Unions and women's

groups suspect that part time employment would further institutionalize women

in a marginal employment,, le. Nevertheless, some unions, such as the Communi-

cations Workers of America, have been readers in advancing permanent part time

employment arrangements. A unionized work unit may discourage an employer from

offering part time employment if all fringe benefits are provided to all workers

by Contract agreement and these benefits cost proportionately more for part time

employees.

Explaining the Use of Part Time Employment

Previts studies do not explain why permanent part time employment ifused

by-some employers and not others. The point of departure, of course, is to ex-

amine the experiences which employers have with part time employment. However,

those experiences arf not clear cut. They are Sometimes favorable and other times

unfavorable. There is also little evidence on the importance of these experiences

to the decision to use or not to use part time employment. There are only the

suggestion's that the experiences may be in part dependent on (1) who ther,part

time workers are, (2) what the technology of the job or work unit is, and (3)

what the organizational climate and management style is.

Worker Characteristics. The typical part time worker is a woman, young

or old, who has another major life Pole, such as student or housewife. These

Characteristics may affect the employers' costs or benefits. For example,

bright, adaptable college students may not need training-, thus saving training

costs. Mature and experienced housewives who are used to working independently

and responsibly may save employers the cost of close supervision. On the other

hand, productivity may decrease if the worker is a moonlighter already tired

from another job. Similarly, students with changing interests may increase the

turnover rate. .

Employers' experiences with part time workers usually do not determine whe-

ther they use part time employment. Among the five reasons cited most frequent-

ly in previous studi'es, Inot a single direct reference to job performance or per-

sonnel administration experiences exists. These five reasons are (1) general or

specific labor shortage, (2) peak load coverage, (3) extended hours of operation, ,

(4) job does not require full time attention, and (5) retaining experienced

workers no longer ablecto work full time. Economic benefits such as reduced

recruiting costs and reduced labor costs are, of course, implied in these

11
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reasons.
formance ou

merit. But a
gested by th
time emplo

d indeed higher productivity lid reduced turnover (-both job per-

comes)' appeared in the top ten reasons for using part time employ-'

alternate explanation (not simply economic-experiences) is sug-

se reasons, and also by e observed unequal distribution of part-

Tnt across industries and ccupations..

Jot} and Work Unit Technology. Previous studies suggest that some jobs

are more suited to part time employment than others. Jobs involving continu-

ous process technology are believed least suited fo
(Included in this category would be jobs in many man
which in general require continuity, such as supery

ecutive positions. They are thought unsuited for p

of disruptions and scheduling .omplexities. On the

nollt-kes- are--t-houghttfrp-be -espefiaLly suited to par

discrete tasks, repetitive - o. work, and str

emotionally demanding) work. Jobs which are charac

'pert time employment.
facturingindustries, or
sory, management, and ex-

rt time employment because
other hand, some-j.ob tech=
time employment, such as

ssful (mentally taxing or
erized by discrete tasks

may require fewer supervisory inputs and thus avoid a usual cost of part time

employment. Bath repetitive and stressful work is thought to benefit when

done in blocks of time shorter than the customary 8 hours.

Two1 other :work unit technologies are thought to favor the use of

sthedul2hg. A time pattern of demand for, the work unit's products or

which is either cytlical (e.g., peak loads during part of the day, as

caseAbf bank teller service) or extended in hours of operation (eij,

hours in retail stores), is'thoughtappropriate for part time work.1

part time
services,
in the

evening

Although job and work unit technology affectSemployers'experiences with

part time workers (and in this indirect way contributes to the decision to use

or not tO use them), their prominence in previous studies_leads to their sepa-

rate consideration as direct influences on the use of part time employment.-

A variety of external and internal factors can influence the decision ma-..

ker. Labor unions (discussed above) might deter an employer from using part

time workers, while equal employment opportunity presssure, community pressure,

and individual managers' attitudes could constitute positive factors in favor

of creating more part time jobs.

Organizational Climate. One other mode of explanation for the use of per-

manent part time employment is possible. Organizational climate is suggested

not from previous studies, but rather is observed in field research. The con-

cept is not precisely defined, although some consensus is emerging in the or-

ganizational behavior literature. One definition is "a relatively enduring

quality of the internal environment of an organization that is experienced by

its members, influences-their behavior, and can be described in terms of..a.t,

tributes of the organization."13 There are, of course, many different dimen-

sions of-the quality of an internal environment and many variables within each

i
dimension to tap. Working inductively from preliminary interviews with experts,

five dimensions of organizational climate may be especially relevant to the per-

' manent part-time employment decision: organizational structure (organic vs.

mechanistic), management style (employfe-centered vs. production-centered),

13From Taguiri (1973), p. .' See also Langdale (1976)
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organizational fo us (humanistic vs. materialistic), tradition (change vi.

!,stability), and agere' attitudes. (pOsitive vs. negative).

Institutionalization. Permanent part time employment is seldom institu-
tionalized as A regular employment option, eveh in the face'of favorable
periences with it.. The reasons for this laci.of institutionalization need to
be,explorede Perhaps managers remain unaware that part time employment is a
generally available method of personnel management, since standard,policies,
procedures, and ihforMation systems for part time employment have not been de-
veloped, and favorable experiences in-one work activity are not directly trans-
ferred to others. Of course, non - transference' could alto be the-result of an

economic benefit in one job, such as higher productivity, failing to be achieved
in another joie. *-

Lack of institutionalization, may also be due to non-economic hindrances
,.........centering on the deficiency. of feedback mechanisms from realized outcomes to-

employment decision makers. There may be a simple lack of information about
experiences with part time eMVIS7ment. Selective perception of past experi-
ences may result, from employers' attitudes which adm2t negative results and
block positive results (e.g., actual lower turnovee results for women part
time employeeg may subjectively be blocked by stereotypes about the labor
force behavior of women)'. Or there may be a feedback interruption)in which
successful part time workers are transformed in the eyes of management into
"full timeADworkers. Thus,goodreSultsare not identified-with part time work
itself. glinilarly,positive experiences may be thought the result Hof a unique
circumstance (e.g.) a particularly outstanding, worker) rather than as a normal
.result associated with part time employment.

v.
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Chapter II. RESEARCH OBJECTIVES AND METHODS

4 .

This study'about employers and part time work has a three -fold objective:

(13' to understand why Permanent part time employment is used or not--which

factors are incentives for its use and which ore constraints, and how the-

employer's decision is made; (2) to suggest what the benefits and costs are

of part time employment;. and (3) to ,describe which work
settings are well -

suited to part time employmtt and which, if any, are not.
4

The study is exploratory. It grows out of a sketchy literature and asks'

simple questions of a modest data base. It is empirical rather than theoretical,

relying on new evidence from employers. ,Most of the-evidence'is opinion datS

rather than economic measurements. 11;hus the conclusions obtained from the 'analy-

sis reflect employers' informed views, but they can not be rigorously dooupqited.

The focus is on employers rather than on employees--on'the demand side of, the, la-

(

bor market rather than on the supply side'. The intended outcome of the research

is to suggest rather than to declare answers--tonarrow therange'of

to clarify issues, and to point toward the critical variables.

A. Hypotheseikand Research_ Questions

Four hypotheses are suggested to explain why p$Manent part time employment

is used or not used:

1) Favorable experiences withjob performance, personnel administration,

and work management explain the use of part time employment, while un-

favorable experienoes explain its non-use._ According to this hyp9the-

sis, the decision to use or not to use part time employment is basically

an e- conomi.e-cne based on its benefits and costs. A secondary hypothesis

is that employers' experiences depend in paft on the personal character-

istiCs of the part time workers.

2) Work technolbqy explains the use of part time employmeht. °According to

this hypothesis, the decision, to use or not to use part 'time, employment

is based on technical factors, i.e., the fit between the nature of the

work task and the demands faced by the work unit, on the one hand, and

the inherent characteristics of part time work scheduling on the other

hand.

3) Organizational climate and management style explain the use of part time

employment, 4j.n the absence o; compelling-performance, administrative, or

management experiences, and in the absence of coelling technological

reasons. This hypothesis says that the use or non-use of part time em-

ployment is a result of non-economic behau/ioral characteristics of the

organization and is not an 'active or deliberate decision.

In addition to explaining its use or non-use in a particular enterprise

permanent part time employment should be examined for its institutionalization,

or lack of it, as a regular employment option, Thus a fourth hypothesis about

the use of part time employment is:

15
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4) Peficiances in feedback mechanisms from work units employing part

time workers back _to employment decision makers in other work
units-(or in other enterprises) hinder the expansion of part time
employment and prevent its institutionalization. This hypothesis

says that even if other firm-level determihants of part time employ-
ment, suchlas experiences, technology, and climate, are frorable, -
it still pay not be "used.

0
,These hypotheses can'be clarified-by the,bse of an organization behavior

model."_The model posits that there.are both economic and social/psychological
influences -on the employer-leVelbdecisiOn processI and that the consequences
of the decision affect new perceptiOndiof the decision variables via a feedback'

loop.1
.

,General Specific
BackgrOund Explanatory .

Factors Variable Sets

410

to
Behavior

414

Human Factors

Organizational
Factors ,

Social Factors

Consequences

Actual Economib
--> and Secial/

Psychological
ExperiencesOrganizational

Climate

External
Factors

to'

Feedback Loop

Chart I. Organizational Behavior Model for.Explaining Employers Use of
Permanet Part Time Employment

(

This modkl applied to the part time employment decision differs from the,
more gendiralorganiiational behavior models in that it introduces specific ex-
plaatory Variable-sets derived 4511 the general-background factord. FOr exam--
ple, Perceived economic incentives and cOnstraints, are predicted to affect deci-:
qions on the usage of part time employment, but they in turn are affected by

e-teehnological factors such as the .Ahracteristics of the job and the work unit, and
,by human factb.rs stemmi4from the Characteristics.of the part time workers. Orga-

nizational cl' te, which i 'also hypothesized to affect the- usage,of part time
enploymen , is itself.the res t.of 9eheral backgroUnd factors including organi-,
zatiOhal factOrs suchas management style and organizationarstrUcture, social-

1
. ..

q 1This model owes a.debt'to Homans (1950) for its origin anted to Turher (r965),'
forits adaptation .to formal organilations.e .

,

*""'.
....

.

a.

. ;16.27
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factor9_such as norms and informal communications, and human factors such as

managers' attitudes. In this study, technological factors may themselves be di-

rect causes of behavior, as.well as proximate cause via perceived economic

costs and.bene5its--they may enter the decision prOress directly. .

The explanatory variables combine to influence behavior (i.e., decisions

on part tjme employment) which yield particular economic and social-psycho-

logical experiences (such as productivity, wage costs, or co-worker relation-

ships). These experiences feed back into and change the original background

factors as part of an ongoing system., FoX example, if productivity is high,for

part time workers this experience would presumably feed back into'the system,

strengthening positive attitudes and changing organikational policies (the back-

ground factors), and further encouraging part time usage 4the observed behavior).

Following from the objectives of the study and the key hypotheses, the

`specific research questions are:

1) What job performance, personnel administration, and work management

experiences do users of permanent part time employment have? Which

are favorable and :which are unfavorable to part time employMAt?

2) What are the expectations of employers who do not us'e part time'employ-

ment on the s outcome variables? Which do they expect to be favor-

'able and whic unfavorable?

3) What are the major reasons why users' experiences are favorable or .un-

4 favorable? Why do non-users expect certain'outcomes to be favorable or

unfavorable?

4) Which of these experiences and expectations, both favorable and unfavor-

able, are important to the decision to use or not to use part time

employment?

5) I.What are_the differences between the'experien6es of users and the ex-

"Notations of non-Users?' What are the differences between the importance

each attaches to these outcomes ?'
,

6) What are the effects of_the characteristics part time workers, such

as student or housewife status, on the favorablearis or unfavorableness-

of employers' experiences'with part time employment? 4

44

7) What are the effects of the occupation of the part time jobs and the

industry of the employer on the favorableness or unfavorableness of

employers' experiences?

8r1 What are the jobikand work unit technologies where part time employment

is found?

9) What are the job-and work technologies where part time employment is not

used? What are the differences in these technologies between users and

non-users?

t
10) What are the effects Of job and work unJ,t technologies ph the favorable-

ness or unfavorableness of employers' experiences with part time workers?

17.9,t-
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11) How important are job and work unit technologs in the decision

to use or not to use part time employment?

'12) What external influences and internal pressures affect the decision

to.use or not to use part-time employment?

13) What is the organizational climate and management styl enterprises

Which use part time employment?,

14) 'Is the organizational climate and manageM!ent stile significantly dif-

ferent in enterprises which do not use part time employment? How is

it different?

15) Mellio is part time employment not institutionalized as a regular employ-

ment option? Why are successful uses not transferred to other units

within the firm or to other enterprises?

16) What decision making process does the employe! use when the part time

jemployment-decision is made?, Is it.a weighing of economic costs. and

benefits? Is it a selection of one among several staffing possibilities?
I's it-an assessment of special employment needs for a given work ,

tion? Is it, affected by bias, stereotypes, or faulty assumptions? Are

there many factors or only a few which are considered?

B. Research Methods
O

Because there,is little empirical data on permanent part time employment at

the firm level, new data were collected utilizing original field research.

Data Sources. The -data source is firms in the private. sector. Employers

who have part time.workersjorovided descriptive information on their experiences

and on their organizations. In oAder to explain why part time employment is not
used by other firms,, information. was algo obtained from employers who do nothave

any permanent part time workers.
oo

Personal interviews were conducted using a structured questionnaire. These

interviews collected data on'l) users' experiences and'non-users'-expectations

about-part time worker on job performance., personnel administration, and work
management outcomes; 2) the technology of the'jobs and work units where there
ar e part time workers, and in comparable jobs and work units Where there ar@

no part time workers; 3) open-ended responses to questions about the role of

Bart time employment in the firm anc4 why it is used or not used; 4) Open-ended
responses'on organizational climate; and-5) a 'variety of classification vari-

ables including industry of he firm and occupation and sex of the part time
worjcers.2 In addition, the ,interviewer made a tour of the work unit to formulite

expert judgmgnts and subjective impressions to corroborate some of the respon-,
dent's answers andto assist in gaining a sense of the organizational climate.

A second questionnaire was left behind to be returned'by the respondent.
It collected data on organizational climate and agement Style, as well as

a

2See Appendix I for a facsimile of the questf nnaires used.



supplementary measures of job technology. .All information was obtained in con-

fidence, identified only W -a code number. A return rate of 70 percent was ob-'

tained on the mail questionnaires, thus minimizing the. possibility of response

. bias.

The instrument used to assess organizational climate and management style
was that developed and tested by Langdale (1974). He demonstrated it to be a
valid and reliable measure of a molar concept of climate for his sample and the
purposes of his, research. It succeeded indistinguishing firms according to
their climate. It consists of 33 Likerliscale$. The sample and ptikposes of
the researdh in this study are not unlikthose of Langdale, insofar as we seek
to distinguish differences between emplOyers their. organizational climate.

'Thus it seems appropriate to use this already'dqveleped instrUment rather' than
to construct a new ode. HoWever, Uo new validity orreliability checks.were.
performed.

Within each firm, two personal interviews were Conducted, one with the
chief employment expert for the firm `('typically a vice-president for personnel
or the personnel,director), and'another with the manager or supervisor of an in-
dividual work unit. A mail questionnaire was also solicited from each. Data

was collected from two levels in the/firm because some information is best ob-
tained from atop decision-making level (e.g., ,company-wide employment policy
relevant to part tithe employment as articurated'by its maker and ultimate arbi-
ter), while,other information is best obtained from a supervisor of part time
workers - -someone close to the actual day to day operation of the work unit
(e.g., experiences with job, performance, and descriptions of job technology).
A second reason for conducting two interviews, each at a different level, was
to compare responses in order to learn about information flows and feedback
mechanisms-which might affect the ruse and institutionalization of part time

Sampling Criteria. Since the sample was small, a selective sampling tech-
nique was used. In order to minimize 'sources of variance in the dent vari-

ables,, employers of permanent part time workers were selected mainl from two
major industries. The jobs of the part time workers were likewise c centrated
in two major occupations. in this way, differences in employers' expe fences
with part time employment which are associated with'industry or occupation are
minimized, yet comparisons of results between two major industries or occupations
can be made.

,Non -users of part time employment were selected with the intention of pro-
viding.a sample which was roughly comparable to the Sample of users in terms of
industry of the firm and occupation of workers. This would redUce the probabil-
ity.that differences between users' experiences and non-users' expectations
were due to unknown differences between them related to industry or occupation,
rather than to known and measured variables such as lob and work unit technology.

, Other potential sampling criteria such as' geoqraphic:region, urban-rural
location, and size of firm were notlused because there,is no persuasive evideonce
from previous studies that they affect the use of part time employment or em-
plOyers'xexperiences with it. Nevertheless, a sample With.broadcoverage in
each of these criteria was obtained} For example, firms in all regions -- Feast, 4

South, Midwest, and Far West--were included.
s.
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Analytic Techniques. Because this research is' explikratory, no econome-

tric or sociometric models are appropriate. The modestliample size and crude-

ness of some of the ,quantitative clita further prohibit complex analyses. For

flemostpart, simple frequencieslkhd cross-tabulations are the analytic tech--
nique. In the case of some of the qualitative variables, data reduction was

done by.categorization using expert judgment.

C. Description of the Sample

The sample size is 68 firms, of which 39 are users of part time employment

and'29 are non-users. Two persons were interviewed in most firms, the 'employ:-

ment expert and a work unit supervisor. Due to_some noh-response, the total

number of usable personal interviews wasi127 and the total number of mail ques-

tionnaires returned was 88.

Table 1. Sample Size by Source of Data

Data Source

Number of Responses
.User Non-User

../

Work Unit Supervisor
Personal interview .39 20' 4 --/

Mail questionnaire 30 16

(response rate, percert) . (77) (80)

Employment Expert
PersonAl interview 39 29 `

Mail questionnaire . 24 18

(response rate, percent) (61) (62)

Total personal interviews . j* 71Wi'4 49 %

Total mail questionnaires 54' 34
0

Industry,and Activity.- Employers of permanent part time workers were se-

lected mainly from the manufacturing industry (43 percent of,the users) and from

the finance and, insurance industries (34 percent of the users). The manufactur-

ing industry wal.selected.because the smallest proportionate number of part time

workers are found there (except for mining); thug it is assumed to be a difficult-

. use industry, and it is critioalto learn the experiences 'of those mAnufaeturing

,firms whodo rise part time workers. The finance ;and insurance industry-was se-

lected because, quite the opposite-o manufacturing, a relatively large number of

part time worlsers are found there.3 Thus the sample of 'users is deliberately not

representative of all part time employers nationally; hence, findings from this

study cannot be generalized.

3Two other industries, retail trade and service industries, are alio large

users of part time emplObent. The finance and insurance industry was selected

from among these three becaus it affords more opportunity to 4rtady high-level

cleridal employment, and because ,some previous case studies hav'e focused on re-

tail trade andiservice workers (See Prywes (1974) and Sandberg (1971))'.
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' Perhaps of more importance than the,industry of the employer is the na-,
._tune of the work activity in the'firm. For example, manufacturing firms also

have administrative employment, which may provide quite a differ work, en-
vironment"from manufacturing employment. In the sample of users time
employment, 36 percerit had Pert time employment in manufacturing activities,..
while 51 percent had Pak time workers in administrative activities. Another
13 percent had research and developMent activities employing part time workers'
-(see Table 2 below).

The sample of non-use s of part time,employment approximated, but.did
not provide a'perfect mat for the sample of usert. Somewhat more non-users c
had maufacturini activities'(60 percent) and somewhat fewer had administrative
activities (40 percent) than was true for users. This,lack.of perfectly
matched samples is traceable'to a variety of reasons whickthemiefVes are
illuminating. Some allegedly non-using employers turned out in fact to be
users in administrative activities; some alleged users-in manufacturing ac-
tivitieetuxned out instead to be users in' administrative activities, and
Aome alleged users in manufacturing activitiewturned out to be non-users be-,
cause their part time workers were either telocary or involuntary. rather
than permanent part time workers.

Oc atian. 'Two major occupational groups were selectively oversampled:
clerical rkers (mainly high level clerical, not clerk-typist jobs), repre-,
senting a r latively.common job category

and
time employment, andblue

collar production workers=-operatives and laborers--the former-representing
aefelatively uncommon job category., This sampling permits diverse experiences
to be reported and has the advantage of including data from supposedly:inhos-
pitable Womk environments. Among users of part time employment, the clerical
occupation was reported 47 percent';of the time, while operative and laborer
occupations were reported 43 percent of the time (see Table 2). Nationally,
about 27 percent of all Part time workers are clerical Workers, and 13 percent
are Operatives or laborers. On the average, firms using part time workers em-
.ployed them in two different major occupationt.4

Occupations studied in work units of non-user firms were distributed simi-
larly to those in user firmi, with only slightly heaviet concentration in the
operative and laborer category (55 percent) and lighter concentration in the
clerical category (40 percent). Thus results from users and nonmusers should
be comparable; i.e., differences between users' experiences and non-users' ex-
pectations about part time employment should not be due to differences in the
occupations to which reference is made.

Sex of the workforce. Work units that employed part time,people were com-
posed of a majority of female workers in 72 percent of the cases. The part time
work force itself was also mostly female in nearly two thirds of the cases.
There is rough correspondence between the sex composition of part time workers
in this study and the sex composition in the national part time work force, which

4The distribution of occupations of all part time workers throughout the
firm is Very close to that in indillidual work units reported by superviseirs;
thus their.experiences on this account should correspond to company-wide ex-
Perienced reported by employment experts.
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is n y two - thirds, female. .HOwever,'the work units studied among non-users

were ess often female-dominated.

Other A1ternative Work,Patterns. Employers who use permanent part time

employment also have other forms of alternative wor)c patterns in half the cases.

These other patterns were usually'some flexitime arrangement, but also included

some compressed work weeks. Non-uSers, on the other hand, had some form of al-

ternative work pattern in only 11 percent of the cases.

Number ofcart TimeWorkers and Hours Worked. The median number of part

time workers it each occupation was 33, and their median hours worked per week

was 22 (the na ional average is 18). The range.in the number of part time work-

ers per occupation'was very wide, going from a minimum of just a few work s to

a maximum of several thousand. In contrast, there Was only a small variati in

their hours worked per week (the standard deviation was-7 hours). Company -w de,,

the median number'ofpart time workers was 62. This means that in most cases,

employers' experiences with part time workers are based on a substantial number
of workers and are not idiosyncratic.

Who Are the Part Time Workers? The other major life role of the part time

workers in the sample is usually that of student or housewife. Moonlighters,and

retired people among part time workers are found in a small minority 6Y the firms.

Non-users have similar expectations of who part time workers are. The sample is

therefore consistent with aggregate data which indicate that part time employment,
is frequently found among women and young people (see p. 8) and that the,two dom-
inant reasons why people work part time are that they are taking care of a

home or going to school (Bureau of Labor Statistics 1975). .
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TAM.DESCRIPTION OF SAMPLE: ndustry,and Work Activity of .Employer;
Occupation'and Sex of Pa t Time Workers; 'Use of Other Alternative
Work Pattern4, and Who Pa t Time Workers Are

Item User Non-User

Industry of Employer (percent of all employers)/ I

Manufacturing 43 73

Finance and Insurance 34 ZO

Other , 23 7

,Work Activity in Work Units (percent of all work units)
Manufacturing 36' 60

Administration 51 40

Research and.Development 13 5

Other 23 ' 10
.1a ..t

Occupation of Part Time Workersb (percent of all occupations)
Office/White Collar ' 57 45 .-

Professional and technical 8 0

Manager' and administrator 2 5 .

Clerical . 47 40

Production/Blue Collar
Craftworker

43
2

55,

0

-Operative 29 45

Laborer 12 40

Sex of Work Force
Total Work Force in Work Unit

(percent of all work units)

Mostly male 8 42

Balanced 19 11

Mostly female 72 47
Part Time Work Force in Work Unit

Mostly male 10 n.a.

Balanced 26 n:a.

Mostly female- 64

Use of Other Alternative Work Patterns
Yes 50 11

No 50 89

Who Part Time Workers Area (percent of all work units)

Student 90 57

Housewife. 87 57

Moonlighter 39 25

Retired 23 11

Handicapped 8 14

Other 5 0

aTotals exceed 100 because some firms have more than one work activity or
kind of part time worker in awork unit.

bFor non-users, occupations refer to comparable work units from which data
were collected.

kNote: See Table 1 for sample sizes,
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CHAPTER III.

BENEFITS AND COSTS OF PART TIME EMPLOYMENT:
USERS' EXPERIENCES AND NON-USERS' EXPECTATIONS

This chapter presents data on the opinions employers bold about part

time workers. Employers Who use permanent part time workers were asked about

their actual experiences with them. Other employers, who do not use part time
workers, were- asked their expectatidils about part time employment. Employers'

opinions were solicited in three areas: job performance,, personnel administra-

tion, and work management. User and non-user respondents were asked to rate
part time workers as either better, equal, or worse than full time workers in
comparable jobs. Areas in which part time workers were rated better are called
benefits of part time employment,"andareas in which they were rated worse are
called costs. If part time workers were rated better than full timemorkeri,
and that benefit was also regarded by the employer as important to his decision-
making, then in this studY'that benefit is termed an incentive to use part time

employment. Conversely, costs which were regarded as important are termed con-
straints against the use of part time employment._' In addition, explanations
why part 4ime workers Were thought better orokorsethan full time workers were
provided by the employers.

A. Job Performance

Overall job performance is evaluated in terms of the following outcomes:
productivity, turnover, absenteeism, promotability, loyalty, and co-worker re-

lationships.

Productivity

Productivity is sometimes a .benefit of part time employment, but it is

not decisive in explaining its use. The productivity of part time workers is,'
odbalance, better than that of full time workers, but in many cases there is
no .difference. Thus, despite -the importance usually attached to productivity
as a decision variable, it is not in general a strong incentive to use part time

employment. For non-users, however, productivity expectations. are, on balance,
unfavorable, and thus productivity is a constraint against the expanded use of
part time employment.

In this research, the term "productivity" is used in an input/output sense.
'Input refers to the amount. of labor time and output to the quantity and quality
of production or services. Advocates of part time employment claim that the

.productiviky of part time workers is superior to that of their full time coun-
terparts .1,6' to decreasedftigue, ability to maintaina faster pace for a briefer
period, less frustration with a repetitive task, better concentration of atten-
tion in mentally taxing work, ,hidgh motivation, and stimulus to complete a task

Within the prescribed period. The results of this research only partially bear

out these predictioris.
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Outcomes. 'The productivity of permanent part time wokkers is equal to

that of their full time counterparts in a majority of cases, according to their

supervisors. If it is not equal,, it is judged better two times out of three.

Employment experts in user companies are somewhat more positive On this score

than are work unit supervisors, with a plurality of them rating productivity

.6f part-a16k workers better thin that of full time workers (see Table 3). ex-

pectations Of non-users are somewhat worse than the experienceeof users, al- .

though the differences.in the raw frequencies are not highly statistically

significant.

Table 3. Productivity of Part Time Compared tct-Full Time Workers

Data SOurce
Better Equal Worse

(percent,of responses)

Users' Experiences
Work Unit Supervisors 26 62 13

Employment Expert 43 38, 19

Non-Users' Expectations
,

Work Unit Supervisor 10 $5 35

Employment Expert 15k 59 26

Note: Sample sizes are n = 39 each for work unit supervisors

and employment.expe-rts in user companies, andin = 20 and

29, respectively, in non-user companies.

The productivity of part time workers appears to be unaffecteA by whe-

ther the workers are students or housewives, the occupations are white collar

or blue collar,'or the work activity is one of manufacturing or administration.

Most employers who experience productivity differences betweeh part time

and full time workers (whether better or worse) judge those differences to be

important to their decision to use or not use part time employment--87,percent

of work unit supekvisors and 72 percent of employment experts respond in this

way. Non-users concur. It cannot, however, be automatically concluded that

productivity is actually important in determining whether 'or not .to use part

time employment, because in open-ended inquiries, respondents were given the

opportunity to list reasons why they used or did not use part time employment.

Productivity was infrequently cited. Since productivity differences are gener-

-ally not large (occasional quantitative e&timates of the productivity advantage

of part time over full time workers were in the neighborhood of 10_percent),

it is likely that the importance of productivity in the structured response is

biased upward by the general assumption,that productivity should be important

to all business decisions, and does not relate explicitly to the part time

versus full time decision.

Almost all employers claim to make measurements of productivity, although

irregularly and not specifically for the purpose of evaluating part time work-

ers. This means their responses are only partly based on hard data.
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Explanations. When part time employees are more productive than
time employees, the reasons fall into three categories: labor market
w4ch are cited about half the time;'personal characteristics of past
ers; and reasons inherent in, the part time scheduling, itself, each of
offered_by about one-fourth otthe .respondents (see Table 4).

full

reasons,

time work-
which was

Labor market reasons stem 1015111 the belief that there is a large pool of

people available for permanent part time work (unemployment rates in the part
time labor force _exceed those among the full time labor force). Part time
worker's are believed by employers to be more productive than full time workers
either because they are motivated to protect their'desiralile employemnt Status
once they get i,t or because employers can be more selective and obtain over-
qualitimg people for part time, jobs. Personal characteristics of part time
workers which are offered as explanations for their higher productivity are
that they are more mature, stable, responsible, or happy. Part time schedul-
ing -itself is judged as contributing to higher productivity because workers
are fresher, have less "downtime" on the job, and take fewer breaks. No single
reason within these categories is mentioned by more than a few employers.' Di-

versity characterizes the explanations rather than constnsts: Employment ex-
perts are somewhat mare inclined to refer. to labor market reasons in explain-
ing favorable productivity outcomes than are work unit supervisors. This is
not surprising since employment experts are more closely attached to the,re-
cruiting function. .4_

When the productivity of part time workers is regarded as worse than that
of their full time counterparts, the reasons cited are the part time schedul-
ing itself (a quarter of all reasons), the personal characteristics of part
time workers (another quarter of all reasons), or a variety of idiosyncratic
other reasons (accounting for the remaining half of all reasons). The single
most important productivity-hampering feature of part time employment is that
excessive starts, stops, and changeovers produce a lack of continuity. How-
ever, ployers whoo not use part time employment are concerned about this
poten ally negative result to a degree unwarranted by the actual experiences
of users. The chief overall negative personal characteristic of part time
workers is that they may be less committed or have outside interests/

Absenteeism

Reduced absenteeism is a benefit of part time employment and provides
some incentive to use it. The absent9eism experiences of users are Avorable
and of moderate importance to their decision to Use part time employment.
Non-users' expectations' are somewhat more negative than users' experiences,
however, and hence absenteeism is a constraint against the wider use of
part time employment.

PreVious studies suggest that absenteeism might be lower for part time,
workers than for full time workers. In principle; personal,business can be
attended to on personal time,. and in job sharing situations, one partner can
substitute for the other. The findings in this research suprlort these
predictions.
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Table 4. Explanations/for Better and Worse Productivity Outcomes
for Part Tince Compared to Full Time Workers

Explanation Percent of All Reasons

Better

Labor Market Reasons: larger labordpool, more selective, 47

over motivated to protect status

Characteristics of Part Time Workels: mature, stable,

responsible, happy

Due to Part Time Scheduling: fresher, no breaks or
paid down time

Other

Worse

24

.6

Characteristics of Part Time Workers: fess committee, 26

outside interests; out of practice, slower up to speed

Due to Part Time Scheduling: lack of continuity, 2i

starts and stops

Other 51

Source: Open-ended responses of wqrk'unit supervisors and employment experts
in user and non-user companies; n = 31 for Better and n = 26 for Worse

Outcomes. In a large number of cases, abdenteeism is reduced by the use
of part time employment. Among users, a plurality of work unit supervisors
and over half of the employment experts reported that part time workers have
better absenteeism records than full time workers. Fewer than a quarter of
the supervisors and only 7 percent of the experts reported it to be Waise.
Non-users do not expect such an advantage. Half of them expect no difference
between part time and full time absenteeism, and 37 percent of the supervisors
expect absenteeism to be worse. As with users, employment experts have some-
what more favorable explanations,(see Table 5).

r

28

36



Table 5. AbsenteeiSm of Part Time Workers Compared to
Full Time Workers

Data Source
Absenteeism

Better Equal Worse
(percent of responses)

User's Experiences
Work unitsupervisors 44 33 23
Employmdnt'experts 53 40 7

Non-Users' Expectations
Work unit supervisors - 11 53 37

Employment experts 27 50 23

Notes: See Table 3 for sample sizes. Differences between users' experiences and
non-users' expectations on absenteeism are statistically significant'.
at a < .10-according to a chi - squire test on pooled supervisor-expert
observations.

Experiences with the absenteeism of part time workers appear to be better
when the jobs are white collar (professional, technical, and clerical) rather
than blue collar (operatives and laborers) and when the work activity is admini-
stration rather than manufacturing. Students have worse absenteeism records
than housewives (see Table 6).

Table 6.

.4,

Effects of Occupation, WorkACtivity, and Student-Housewife
Role on the Absenteeism of Part Time Workers Compared to
Full Time Workers

Item
Absenteeism.

Better Equal Worse
(percent of responses)

Occupation includes
White collar 52 36 12

Blue collar 35 29 35

Work activity includes
Administration 55 40 - 5

Ninufacturing 44 33 23

Other roles include
Student 36 .32 32

Housewife 44 35 21

Notes: The source is work unit supervisors in 39 user companies. Because
some work units include both occupational, work activity, or student-
housewife groups, some overlap occuri and actual differences may be
greater than those reported.
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RoUghly'half of both users and non-users consider absenteeism differences

between part time and full time workers to be impoitant to the part time'employ-

ment decision. Almost all employers_ (94 percent) keep records on absenteeism

(according to work unit supervisors) but, they rately compare the records of

part time and full time employees.

Explanations. In situations where part time absentee records are superior

to ful3. time records, many respondents (32 percent) explained that part time

scheduling enabled workers to attend to personal. business during non-work hours.

Roughly 20 percent of respondents also noted that part timers have better ab=

senteeism in order to protect their part tittle status and because of personal

Characteristics such as maturity, stability, and responsibility. When part

timers showed poor absentee records, respondents blamed, other interests such -t

as children and school (see Table 7).

Table 7. Explanations for Differences in Absentee Outcomes for

Part Time Compared to Full Time Workers
1,

Explanation

I

.Absenteeism.
(percent of all reasons)

Better
Motivated to protect status 20

Characteristics of part time

workers: mature,stable,bresponsible 22

Causes of absenteeism removed '32

Other 25

Worse
Other interests 70

Other reasons 30

410

Source: Open-ended responses of work unit supervisors and employment experts

in use and non-user companies; n = 41 for Better dhd n = 17 for Worse.

Turnover

Turnover is usually neither a cost hor a benefit of part time employment:,

In general the turnover experiences of users are mixed, unpredictable, and not

critical to their part time employment, decisions. At the same time, turnover

is a constraint against the expansion of part tiamremp/oRpent to other firry&'

since non -users have negative.expectations of turnov which they regafiraS '

'important.

The turnover experiences of users of.part time employmbnt in pis study

are at variance with some reports in previous studies where part time workers*

showed loviir turnover rates than full time workers. These previous studies,

however, involved special experiments either with white collar workers ors

situations where, there were labor shortages. This research verifies that both

these situations are likely to*give favorably biased turnover results.
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Outcomes. There is no consensus among employers about

of par' timekworkers. Comparing full and part,time workers,
tbers'of respondents report better, equal,' and worse turnover e

udit apperthsors and*. employment experts responded similarly: Over -a ,third of

.the users report negative turnover experiences but use part time employment'

anyway: In contrast, about -two- thirds of non - users expect turnover to be sworse

for part t4menthan for full time wdrkarls and only la percent expect it, to be \\

e turnover rate
ughly equal num -

eriences. Work

better.(see Table 8). \
a

Table.).8. Turnover of Part Time Compared to Full Time Workers

, .

Data Source

'Users' experiences
Work,u4t-s4eriVisor

,, Employment expert

Nbn-Users' expectations
Work unit supervisor
EmplOyffient expert

TAIrnever

Better Equal'--- Worse

(percent of tesponses)

ik 21 44 36

It 12 32 35 .

0.

10 20 - 11011#

8 .31 62

6 a

Notes: See Table 3 for sample sizes. Differences*tween users' experiences
an non -users' expectations on both turnoVO-Ana aloentteism 4re
st iitically significapt ata <4() chi-sciare test
on pooled supervisor-expert observatias. -

.

,
__Most employers; 78 percent of them keep records

but, as-Vdth most perflfrmance mesa ,-they rarely,

of part and full time work4ps in similar jobs. 'r

4.s with Absenteeism/ usefturhover experience's are slightly better wiiNt.
lk "- *

. ,

white collar workers-(professional,.technical, and Clerical), and Slightly ,
worse with blue collar workers (operativeSAnd iab rS)° Orwillf workers are

.

-students (See'Table49). t -
/ ,

, of,

Turnover factors are less'ilivortant to .6sers than tp non -were of part

time etployMent. About half the users acknowledge its importance in their

usage decision file -8 out of.10 non-users (7`0 percent Of whom expectedituli-

over to be worse- for Oft time.workers) considerea'turnoVer,an important fac-

tor in their decitions: Thus it.aPpearsthat turnover constitutes a barrier

41seMPloyee turnover,
mpare the turndvli rates

tousage of pert time employment by current non:users.
- * 4

-

Explanations. When part time workers have lower turnover than full time

workers, the usual reason is either that,they are mature, stables and respon--
sible -individuals,, dr that they'are motivatedto protect then' status due to
thedesiiability of their job and ttip excess supply of pedpte available for
that job.

- ;
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d



IND a
Table 9'. -Effects of Occupation, Work Activity, and §tudent-Housewife Role'on7

Turnover of Part Time Compared to Full Time Workers
.

.

Item

Turnover
Better Eqtal ' WOrde

(percent pf responses)

OccOtation includes
White Collar
Blue Collar

Work ...Activity includes

Adminis ive

* Manufact ng

Other- Role ificlttdes
.11-- Stqdent

Housewif

20 52 28

18_ ' 41 41 -

15 45 40

21 43 36

IF 40 44
21 48 31

, s

a-

Notts : The sourceiillkk unit 'supervisors in 39 ,user c
A.,

ies. Because
.

some work units include both.occupationallwetk%ac ivity,
r
or student,-

. housewife groups, some overlap occurs, and actual difiversces may be

greater than those reported:here.
.

. - "----;

.1,''
'10

,
O 1 a

When turnover for part time workers is worse thanfor comparable full
, .-

time workers, the chief reason acceAsling to employers. is the samfdione given_

fot absenteeism: they have other interests outside tgreir:job., In addition,

a antial number of employers' belieye part time workers quit because, they. iA
fin 1 time job instead,or because they have only a short term monetary

obje e Which. is fulfilled (see, Table 10).
,., . 1

r
.

, .
-' t

sromot4bility, Loyalty, and Co-Worker Relationships .1'

, .. The decision to ule or not *use p9rt time work .5-is:not influencidbg
. ,

- factbrs of,promotabilitg,,loyalty,%br co-worker .re tionships. In some situa- 4)

workers. n *Other situations, where the outcomes were worte among paretime0,
tions, 'these factorg as equal amdng full8and part tithe

,

.1--- theii./dwer eva/uatidit va-Cnot considered ineartant. -The view of par* tii4gbA

ploymilit'as14 sptciaI option ma mopurpose opton kes these outcoioirre2evant, tdi both

P -'J.
erslffnd non-usgis.,- ilk ffille ..

` \, '
,(r-

f
--4komotability of part time workers refers to heir competence And 1414ng-

tAke resporisibility. Questions aboutprOmotability are design d 4,un--

/ ,

d career
,--'''' 4011dr:,the degree to which `part time emproxeesdare regarded as wable

.- 1-- oriented. Loyalty measures work identification and harmorh w?th-Comp y-inter.- (

eits'and the extent to whichthey.are viewed as, committed mempers 61 e allImpany

7 4 work fewep. Co-worker relitielships refer to interaction with other y ikers in
-..-

...
si;..

$
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TAble 10. .Explaffations\forDitferences4A,Turnover Outcomes for Part ,

Time Compared to Full Time Workers --'

7--
/

xpl.anation

A

Turnover
(percent of all retsons)

Better

Labor Market Reasons: motivated to protect
/ .

status

Characteristics of Part Time Workers: mature,

stable responsible

Ot)aers

Worse

Other Interest's

.Seek fully "time job

Sho4t term monetary objective.

'Other
10111 411,

35

44

21

41

23

'18

18

Source: Open-ended responses of work unit.sapervisors'ad employment
experts in user and non-user companies, n=25 for Better and

n=50 fox Worse.

0 , I

),

./

the form of'communication, cooperatiy4pess, and conflict: These three aspects

:of job peXfCrmance have less of a direct economic efftct on the employer than

do ,the otherserformance :factors discussed- here. They `reflect employers' atti-

tudes as. well as actual costs and benefits. Tlif belief reflected in previgus

liteiature is that part,time workers are inferior t6.full time workersein these

4'. 'three areas and that their inferiority constitutes a.validasen not to use

part timers. This. research discounts their relev4nCe,

Outcomes. Tie promotability and co-wogker. relationships for part time'

work4rs are`equal to those of full time workers in well over he.-1 the cases

(63 perCentjor piRmotability and 87 percent for relationships)._ Ratings for

loyalty.are split between equal and worse. '.Non-.users' expectations are simi-

lar to user experiences for loyalty and relationshiie,'aibeit significantly

mgre negative for promotability (see Table 11). Work.unit supervisors and

employment experts are in close agreement.
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Table 11. Promotability, Loyalty and Co-Worket Relationships for Part. Time

Cothpared to Full Time Workers"(percent ofresponses)

Promotability Loyalty ,Relationships

co4

Data Source 4 P 44P

Users' Sxperieneft
4
Work Unit Supervisor 11 63 26 3 49 49 5 87 8

Employment xpert 8 X43 49 5 53 42 6 92 , 3

NonUsers' Expectations

Work Unit Supervisor. 0 25 75 . 5 . 35 60 5 80 15

Employment Expert 33 67 0 52 48 4 81 15 ,

Note: See Table 3 forsample sizes.

Promotability and loyalty experiences. with blue collar workers appear to be

spiewhat more favorable than with whita,doliar workers.: This may be a spuribus assn

ciation, however, since employees in the operative*nd Ipabo.rer blue collar jobs

studied are more likely to 11, men than arethe employees in the-clerical white

collar jobs studied. There may be an unconsciousrstereotyPed association.of

promotability andrloyaley with male workers. On the othet tiand, sup4Opr loyalty

experiences were more often reported When'the part time,workrs, inelu404 house-

wives. Housewives tended to be older than'average, and: loyalty may be attributed

to age. Promotability and loyalty experiences are abOut,tha same in, the different

industries studied (see Table 12). .

°

Although users had negative experiences with loyalty and prow.10.411ity

among part time workers, only one in four users consiOexda these outcomes to be

important. Work unit supervisors are someWhat moreOncerned about promotability

than are employment experts. Half the supervisors:rate:it important: Butitsince

only a quarter of them had unfavorable promotabilitye0eriences with part time

workers, promotability cannot be
consideredi.significant cost of part time em-.

ployment. On the other hand, half the.employdent experts in non-user companies

_expected negative loyalty outcomes and zegardedithem as importeint. 'Lciyalty may,

therefore, constrain the adoption of parttimelEployment in some cases.

o Explanations. There are two sets of. reasons to explain why some part time

workers are less promotable. First, respondents say that part,time workers do,

not want o r e mdtct promotion,, that they have fewer. long range' career plans,,or

that they are less interested in their j44. The etheeset cif reasons is that

the employer does not permit promotion, either betause p ici disallow promo-

_ Lion of part time workers, -or because the part timtlobs ate n t_in-A career

category'.

L.
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Table 12. Effects of Occupation and Student-Housewife Role on'Promotability
.'and Loyalty ofPart Time Compared to Full Time Workers

Promotability Loyalty

Seger Equal Worse Better Equal Worse

Item (percent of responses) (percent'of responses)

Occupation includes:

,White Collar

BlueSailar

'Employees' Other Roles .,include;

Student
Housewife

72

8
10

"64
59

Source:

20 0

29 6

28 0

40

59
60

35

Work unit supervisors in '39 user companies., Because somellork units

include both occupation and student-housewife groups, some overlap occurs
and actual differences may be greater than those reported hett.

Although promotability, loyalty, and co-worker relationships do not deter-

mine the use bf part time employment, the prevailing views of employers about
these outcomes do Serve to hinder its use. Part time employment, even the permanent

part time employment studied, is still regarded as qualitatively different from regu7

ler_full time employment. It is a special category. This conclusion is 'reaf-

firmed by the reasons citedoabove for the outcomes. Promotability of part time

'workers cannot be a relevant consideration when the employers have policies against

promoting part tip* people, or when the employer believes, rightly or wrongly,
that part time workers are not interested'in advancement. In this case, the

who ,eomotability'question becomes,irreleVant. The dame phenomenon is illus-.

. trate in the case'of loyalty. Although roughly half the employers believe

part ime workers are- less loyal than full time workers, the negative result

is of almost no consequence. Loyalty is not expected of part time workers who

are nsidered part of a different class of workers, even within the same occn-

pati n. These findings.he/p clarify the re4ons why part time employment iscso

rarel found among management positions. SOce part tide workers are perceived

` as,uninterested in advancement and nticularly loyal, it is unthinkable

for them -to hold management jobs,, which usua4y4res4lt frOm promotion from with-

in and which require unusual attachment to the enterprise.

\
B. Personnel Administration

Aspects of personnel administration for permanent part time workers-- avail-
ability and recruiting, training, record keeping, wage costs, and fringe bene-
fits--are described in thii ection.

4

S
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Availability and Recruiting

The avariabi/ity'and recruiting of part 4,ime Arkers are either a benefit

or% cost of part time employment in many .caees, but they are not predominantly

one or the other. The outcomes depend in pareon he occupation of the part

,,or time job and the labor market conditions'.

Because of tne apparent surplus of liat.time labor,, employers should be

able-to attract _lualified part time workerS, and recruiting'shoUld be easy.

However", the secoridary labOr market in whiCh Part time employment is found may

complicate recruiting. Special recruiting channels woeettis employment

agencies) may be required in some cases. In other instances, it may be nec-

.essaly tc., make special arrangements (e.g., unusual hours, matching of employer '

and.employee schedules, provisiom of support services such as transportation

or child care).

'Outcomes. Employersdof part time workers have had mixed experiences as

to availability and recruitment of qualified people--they are soMetimes better,

and'ometimes worse, but, most frequently, not different from experiences with

full time workers in comparable jobs. Neither availability nor recruitment ,

,pan be claimed a clear advantage or a definite cost df part time employment.

There is not always an excess supply of part time workers, to improve their

availability and recruiting, and hence, it *s not -11.;ually an incentive for the

use of,part time employment. The current surplus 6f full time labor in the oc-

cupations studied may also influence results,, meaning that availability and re-

cruiting for part time employment are not comparat'vely better. Employers who

do not' use part time employment have beliefs simil 'to those of users. Employ-

ment experts who should be better informed on labor rket conditions have

slightly more favorable beliefs than.work unit supervis
(see Table 13) .

Table 13. Availability, and Recruiting of'Part Time Compared to Full Time Workers

V

Data Source

Availability Recruiting

Better Equal 'Worse Better Equal Worse

(percent of responses) (percent of responses)

Users' Experience$
Work Unit SuperviSor 24 42 34. 17 54 29

,Employment Expert 38 38 24 '35 41 24

Non-Users' Expectations
Work Unit Supervisor 35 30 35 16 53 32

Emplotment Expert . 25 32 43 18 36 46--

Note: See Table 3 for samplesizes.

4
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Both availability and recruiting experiences may be slightly more favora-
ble among" blue collar workers (operative or laborer) than white collar
workers, and when the work activity is manufacturing rather than administration.
No differences were observed regarding student vs. housewife roles of the part
time workers (see Table 14).

Table 14. Effects of Occupation and Work Activity on Availability and

) Recruiting of Part Time Compared to'Full Time Workers

. Availability Recruiting
Better Equal Worse Better Equal Worse

Item -(percent of responses) (percent of responses)

Work Activity-includes
Administration 38 31 31 31 42 28
Mufacturing 38 50 13 38 50 i3

'Occupation includes
White Viler
Blue Collar .

39

50

32

32

,29

18

39

48

, 36 ,

30

25

22

0
Note: The source is employment experts in 39 user,companies. Because, some

'employers have Part time workers in both occupation and work activity
.groups, some overlap occurs and actual differences may be greater than
those reporteoithere.

When the availability and the recruitinoof part time workers differ from
those of full time workers, they are quite important in the decision tq use or
not to use Part'time emPloyment. Over 60 percent of the users who experience
availability differences regard them as important. Recruiting differences are
important to 67 Percent of the work unit supervisors, and 40 percent of the em-
.ployMent'experts, Non-users how similar opinions on the importance of availa-
bility and recruiting.

, Explanations.. Employers confirm that the availability of part time labor
is a predictable function of its supply. Ip some situations, part time workers
are less available than full time workers, despite an overall excess supply, be-
cause there are, shortages Of part time people in certain labor market areas and
occupations (e.g., clerical workers in Washington, D.C.). This is not a nation-
wide mismatch in quality or quantity between skills demanded by employers and
skills available in,the part time work force, but rather a job-area interaction.
Availability isnot related to the presence or activity of employment agencies,
labor unions, ortother institutignal features.

37
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The explanation for'employers' recruiting experiences with part time work-

ers'is asymmetrical. When recruiting is easier than for full time workers, the

reason is attributed to gieAter availability. On the other hand, when recruit-

ing is more difficult, iis not due to a shortage of availablapeople or a
4

poorly functioning secondary labor market. Rather4 it is due to unusual time

ischeduling requirements for part time workers. 'The employer or the employee

might have specific time of day or day of week reqUilemente which conflict.

For example, an employer might need to cover late afternoons, the precise time

When a housewife, for example, would need to be home. In these cases the em-

ployer's search process is complicated. Such instances, however, are reported

by only a quarter of all employers who use part time workers. Non-users of

part time workers, on the other hand, expect differe4trecruiting'problems.

They are likely to belieye recruiting,problemi w9ul4 stem from the simple need

to recruit more people if part time employment s used, and, therefore, to

spend more time on recruiting. They are not 'aiware of the scheduling

conflict problem with recruiting.

Training

Training costs are usually unaffected bty the use of part time employment.

But its expansion is sometimes constrained by training costs which non-users .

expect to be higher for part time than for full time workers.

It is commonly believed that training a part 4ime work-force is more cost-

ly than a full time force because the smaller amount of time that part time em-_

ployees spend on the job (even permanent and career-oriented part time employees)

reduces, the employer's return to the training investment. Some employers, also,,

believe part time employment will increase the training time required by in-

creasing'the number to be trained (one full time job converted to two half time

jobs doubles the number of employees). On the other hand,.it has Also been

pointed out that training costs for part time workers may actually be minimal.

Some part timepeople, it is alleged, come fully trained to their work, as in

the case of some professionals. Other4 need very little training, as in some

clerical or laborer jobs. In other instances, overqualified people coMpeting

for scarce part time jobs may need less training. In general neither of these

competing claims are verified by this research.

Outcomes. In a majwity of cases, employers' ,training experiences with'

part time workers are the same as with full time workers'in terms of aamini-

strative cost or effort. When there are differences, they are as likely to

be better for part time workers as worse. However, the common negative as-.

sumptioni are still held by 'non-users. About half of them expecttraining for

part' time workers to be more costly and none expect it to be less; their expec-

tations are significantly different from the experiences of users in this re-

gard (see Table 15).

No substanti41 differerIces in training experiences are reported for stu-

. dents vs. housewives, for white boiler vs. blue collar jobs, or for manufac-

turiftg vs. 'administrative work activities. Since the cost of training for part

time workers'ii usually not measured, these results are based on impressionis-

tic rather than objective sources.

Only a minorit3, of users regard their training experiences for pa1t time

workers as important to their part time employment decision. But_non-users who

38
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Table 15. Training Outcomes for Part Time Compared to Full Time Workers

Data, Source

.Setter Equal Worse

(percent of responses)

"

Users' Experiences
Work Unit Sppervisor 21 54 26

Employment Expert 21 61 18

Non-Users' Expectations
Work Unit Supervisor 0 5C 50 i!

Employment Expert 4 50 46

Notes: See Table 3 for ,sample sizes. The difference between users' experi-
ences an'd non=users' expectations for worse vs. equal or better out-
comes is statistically significant at adC.10 according to a chi- square
test.

110
expected negative training outcomes for part time workers regarded thesenega-
tive outopmes'asibportant. Therefore, concern about44raining does appear to
be a constraint against usage. Since training is usually not an important dis-
advantage to employers with part time workers, nonusers have unrealistic expec-
tations in this regard.

.4

Explanations. Favorable training outcomes for part time workers are trace-
able, as predicted, to the lack of a need to provide training on the job beyond
a quick orientation, and'in a few cases, to the fact that part time workers are
already fully trained.

A
When part time employment is viewed as producing heavier training burdens,

the predominant reason is that part time employment involves more people, which
results in more training.. In general, this is not perceived as a problem by
users because there are few cases in which part time workers substitute for
full time workers and increase the total number of workers who need training.
The reason cited much less often is that it takes longer for the employer to
recover his training investment in part time workers since they spend less time
on the'job during the calendar year th$ full time workers do (see Table 16).

Recordkeeping

, In most cases, part time emp nt does,n6t increase recordkeeping costs.
But recordkeeping constrains pert time employment since some norusers
expect it to be more costly fo tine than full time employment.

Recordkeeping refers to the adMinistrative paper work necessary for each
employee, including personnel and payroll records.' It is often speculated that,
recordkeeping is an extra administrative cost of part time employment, either
because the total number of workers is increased or-because the bookkeeping and
scheduling are more complex. Results from this study cast doubt on these

= assumptions.
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Table 16. Explanations for Better and Worse Training Outcomes for Part Time

Compared to Full Time Workers

4

1

Explanation Percent of A1tReasons

r'`

Better

53

24

23

55

25

20

Part time jobs do not require training

Part time workers are already trained

Other

Worse

More people mean morb training
Investment recovery period is longer

Other

Source: Open-ended responses of work unit supervisor and, employment experts

in user and non-user companies; n=17 for Better and n=40 for Worse.

Outcomes. Two-thirds of the respondentsiidicated no difference between

1 Apart time and full time employment in terms of.Secordkeeping burdens. Both

work unit supervisors aiid employment experts agree (see Table 17). A third

of the users do experience added recordkeeping costs for part time workers,

but only a minority regard those unfavorable outcomes as important. It is

thefefore likely that recordkeeping costs are small in size and number.,

Although non-users'-expectations are not, significantly different from users'

experiences over ?1 oughly half of them do expect unfavorable recordkeeping

outcomes 'and/reg rdt ose as jhpotant. Thus', despite the fact that - record-

* keeping c -t iinc eases are in!aifinificant, and concerniabout them unwarranted,

y--lact as icontor4nts against part time employment nevertheless.these s- 6-
-/-1

/ (

---...1 Recordkeepkr4l.for :,,, i Ai rkers is relatively more burdensome whent ,, t.,

the workers'arele'
,

471t7s, rather than white collar workers. This is

as expected sintel e4F# A.K.ai-cursuaIly-kept for blue collar workers, most

of whom 'are hotir/ agoWooi7-4st4ither than salary workers for whom time worked

records are not-Often kept. ,No differences are noted for administrative vs.-

!manufacturing activity or/for ihUdeni V,S. housewife status.

/
!

7---

Explanations. One-third of the cases report"recordkeeping as worse for

art time workers, and they give/two reasons: part time employmert increases
the number of workers and hence the amount of records to be kept, or part time

employment requires special records to be kept (such as detailed manual reports

of time worked as opposed to automated accounting by exception only). These

reasons occur in a roughly 55 to 45 percent split, respectively.
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Table Recorakeeping fOr Part Time Compared to Full Time Workers

Data Sources

Better Equal Worse

(percent of responses)

titers' Experiences

Work Unit Supervisor 0 69 31

Employment Expert 0 68 32

Non-User's' Expectations

Work Unit Supervisor - 5 55' 40

Employment Expert 0 46 54
....

Occupation includes:a

White Collar 0 76 24

Blue Collar 0 53 47

a Data source is work unit supervisors in 39 user companies.

Note: See Table 3 for sample sizes.

Wages and Fringe Benefits
A

Total wage costs are sometimes reduced by the use of part time employment

and constitute a weak incentive to use it. Fringe benefit costs are not in-

creased by part time employment as it, is cur ntly used. Rather spine savings

are usually experienced because not all benefits 'are offeredNbut this saving

usually does not motivate the use of part ti employment. Non -users do not

foresee w ge cost savings, nor do they expect higher fringe benefit costs.

Wages and fringe benefits together constitute labor compensation. Theo-

retical discussions of the economics of compensation for part time employment

give conflicting outcomes. Where have been some claims that employer wage

t costs can be reduced by part time employment, which would produce a better fit

r between size of labor input and size o = load, Wage costs may also be re-

duced if part time employees are pai a lessser wage rate than full time em-

ployees.
r

On the other hand, part'ti. - .- IMP oynent is alleged to cause higher

fringe benefit costs to employers than full time workers. However, not all

fringe benefits need to be paid to part time workers, so that in fact lower

fringe benefit payments are possible.

Fringe benefits include statutory benefits, compensatory benefits, and

supplementify benefits. Statutory benefits are taxes fixed by law: social

security, unemployment insurance, disability insurance, and workmen's com-

pensation. Among these, social security is potentially more expensive for

part -time employees: At present employers pay a tax, of 5.85 percent on the
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-=earnings if all employees only up ta ceiling of $16,500. If an employer re-

places one full time4employee with two part time workers, the employer's total

_social security payments would increase if the two part time salaries together

exceed $16,500. This seems unlikely in practice. Unemployment insurance costs

may be higher, especially since the ceiling is quite low, but they are small

in magnitude. On the other hand, part time employees are ineligible for unem-

ployment compensation in some states, and thus unemployment insurance costs

.pight be lower.
-

Compensatory benefits--paid vacation, holiday and sick leave---are payments

for time not worked. Their cost should be about equal for full and part time

employees because they can be easily prorated:

Supplementary benefits include health and life insurance, pensions,

profit sharing, stock purchase, and tuition payments. These benefits, if of-

,
fered, cost the employer

proportionately more for part time workers, even if

part time workers make the same dollar contribution as full time workers, be-

cause the employer's contribution is spread over less labor input received (or

contributions are made twice for ihe same labor input received if two half time

workers replace one full time worker). Of course, it is possible to prorate

most of these benefits to hours worked, but that usually involves renegotia-

tion of contracts with insurance carriers.

Provisions of the Employee Retirement Income Security Act of 1975

may be of particular significance to the use of part time emPloyment. This act

requires all employees'who work over 1,000 hours a year (half time) to be treat-

ed the same as full time employees with-respect to vesting of_pensions, making

part time employment which exceeds half time more costly to the employer.

Outcomes. Wage costs of part 'tine employment are lower than those for

full ti employment in one-fifth of the cases. But there is no saving in

wage colts in two-thirds of the cases.)

In contrast, fringe benefit costs are cheaper for part time employees in

more than half of the cases. Employment experts, with their broader view, are

a bit more likely to see higher fringe benefit cos'-..s-than are work unit super-

visors. Still, twice as many employment experts reort lower rather than high-

er fringe benefit costs. Non-users have roughly similar expectations. If there

are any differences, non-users are less inclined to expect wage cost savings

and lower fringe benefit costs than users in fact experience (see Table 18).

Among users of part time employment, about 44 percent paid no fringe

benefits to part time workers. About 10 percent offered only prorated vacation

and sick leave,'while an additional 12 percent offered vacation an sick leave

plus some form of group life and health insurance. Rougttly a third of all users

made the full range of fringe benefits, including pension benefits, available

to part time workers.
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Table 18. Wage Costs and Fringe Benefits for Part Time Compared to Full Time

Workers

Wage Costs Fringe Benefits

Data Source

Better Equal Worse
(percent 9f responses),

Better Equal Worse
(percent of respolises)

Usprs' Experiences

Work Unit Supervisor
Employment Expert

Non-Users' Expectations

21

24

66

.71
13

5

67

50

25

26

8

24

Work Unit Supervisor 5 90 5 35 50 15
Employment Expert 19 74, 7 43 29 28

Occupation includes:

White Collar 18 75 7 50 25 .25

Blue Collar 30 65 4 65 22 13

Work Activity includes:
Adiftnistration 24 69 7 48 28 2,4

Manufacturing 24 77 0 71 24 6

r-I
Note:. See Tah,le,3 for sample sizes.

Wage and fringe benefit savings may be slightly more frequent for blue
collar part ti.a workers and in manufacturing work activities than for white
collar workers Ind administrative wOrk activities. They are unaffected by
the student vs. housewife role of the part time workers.

,Differences in wage costs for part time compared to full time employ -
merit are important to'45 percent of the work unit 'supervisors and 55 percent
of the employment experts in user companies. Fringe benefit differences are

'impbrtant to only 38 percent of these. Non-users attach the same degree of
importance to these outcomes.
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V.

k

Explanations. When Wage cost savings are an outcome pf part time employ-

ment, there are two explanations. The'more frequent is thlt part time woAers

get a smaller rate of pay than full time workers. This arises usuAlly not from,

unequal pay for equal work, but rather tram unequal work 'or from lack of promo-*

tion. If there is discrimination against part time workers it is like,ly to be

occupational discrimination rdtherthan direct leso*scrimination. The second

reason for reduced wage costs under part time employment is that wages are paid

only for hours worked. This reflects both the ability of 'the' employer to match

more closely th'e si of his work force to the work load, and the view,that part.

"time, workers, who d fewer ,hours on the job, actually epend more time working

while on thijob do full time workers.
-

When fringe beneitt costs are reduced under part time employment, the

ple reason is that not all benefits are paid. When benefit costs are increased,

benefor he may pay for more complicated fringe benefit administration (see.the e'er may pay a proportionately higher cost for part time workers' fringe

Table 19).

TIble.19. Explanations of Better and Worse Wage and Fringe Benefit Costt

for Part Tithe Compared to Full Time Workers
40.

Explanation.
Percent of All Reasons

0

For Wage Cost

Better

Smaller rate of pay

Pay only_for hours Worked

For Fringe Benefit Cost

Better

Not all fringe ,benefits paid

Worse

u61
39

100

Some 'fringe benefits cost proportionately.more 67

Fringe benefit administration is more complicated 33

4

aP

Source: Opeh-ended responses of work unit supervisors and employment experts .

in user and non-user companies; for wage cost, n=23 for Better, and

for Fringe Benefit Costs, n=65 for Better and n=18 for Worse:

Thus, although labor compen;ation i;\fregpently a benefit and is rarely

a cost of part time employment, it is.not a chief reason to explain the use'of
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fpart.time,employment.- In Particular,lowerftfringe.benefit costs are seldom '

sought ,ifteieind do not-motivate emplOyers'ouseof.pai time workers. Neither:

da fr4agebenefit Costs stand in the way of th, exp ion of part tiuCemploy -
ment, since on" a few-non-,useISAlavianegatiVe eApe ations which are ,important

to them,'
\ , ".

..-

,....-... ,_ !
i .

--.," '

. --* .-'''

. , .

.

°
f.

.
*1 , 1C. Work Management

. ,

$,

.5-177.
Supervision . , . 40(

r. 0
Supervision is seen .as a disadvantage of part time employment in a sub-

Stantia/AMber of cases, due maihl,to scheduling complexities. But it is

-Jmot.a major Cost;pert time eftip Merit is used'successfully nevertheless.
However, expected svierviOn robleAs aie rier to'its adoption by non-
users .

3 ' r,
,

.
.

Tliporetical/y it seemelikeli that thesuperviaorl;,-function will made 91
, ., more difficUltiby part time $40lOyMent, eithertecaUse it increases the Aumber

`':1 of emplofees or because it introduces new problems of scheduling, coordination,
and Commu ,nication.-, : ..q.4 .%

e

',_,.--, - a '. r .

411 \ \*. .
Outcomes. According to the supervisors themselve the supervision of part

time ors is more difficult than that of full time w ers in about half `the

%caSes,with the ba#Ace.seeing no difference.- 2,. loyment e*pgrts from their
" vantage point are slightly less unfavorable 'than wotk unit supervisors. -Abonq
don-users there is a sli tly greater fre5uency of unfavO,rable expectations*,
, than users' experiences w ld warrant but the differencd is 'Aot7statisticai,lf.
significant. ..

1 -s . .

Supervision experiences are only very slightly affected by the occupation
Of the part time Workers, with`perhaps somewhat-less, unfavorable results for

.. s blue - collar; rather than white collar workers. Student vs. housewiferroles for
part ti rkers make li;letoricnddifference, (see Table 20) .

u>,
time

,

-

Users of part time workers who eicperience worse supervision often do nOt %
regard-thatnelitive'outcome t"important. Fewer than half (47,percent) of, the
superVIsdrs themselves iie concerned about it, and,employment experts attach
even less importance to theseexperiences. 'Thus relatively few users consider

--superv' problems to be atmajor cost, Conversely, however; among, non-users
who e c supervision to be worse, 70 Percent attach high'importance to that

.

. 4 exPecta. n. 41'hus negativenPervision eApectatione are a bar to part time
, employmen n a substanial dumber of cases.

4. . , , - .
.- . _,- ,

, . ,

t . Explanations. The dominant c-reason gor unfavorable supervision experiences,
with part, time workers is scheduling prdloNms,-accounting. for almost two-thirds
of all negati4e responses-. Either there ;is more schedtilinq of .workers o be
,done'i,ecause there are More' Workers or sdheduliA13 is harder because rt time
workers are not-contineuilly available or wklik'irregular'sched Thus part
of the difficultygliA supervising paertitime people rests not w the people'
themselves, but wilith.the situation inlihe company, i.e.,-the e loyer'sneeds,
which necessitated their, being hiredlin.the first place.

!"'"
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Table 20. Supervisib'n:of/Part Time Compared to Full Time Workers

.

R ata. Source

Uttar' Italie Worse

(percent of responses)
.2

Users' Expe riences

Work Unit'Supervisor
Employment Expert:

"Non-Users"-Expectations

rWork UniiiS isor

Emplofment pert

:̀
Occupation inCludes:

a

Whit Collar
BLit Collar

t.

A Po

0 - 51. 49' 411001i
,31-

. '57 35

0 40 60

4 30 67

4

0. 52

0 59 .41

Noti: See'Table 3 for sample sizes. . ,

lkseHiata source is _19.worJi unit supervisors in user co anies.

'ft.'"44,

A4*COnd reason explaining supervision problemi that more communication

;is required or-communications are more difficult. Other potek4AiI'supervision J.

problems, such as more' work starts, .stops, Aid changeovers, * unresponsive and

uftcooperative empleyees,1 -*
0o not were only Afiequently raised ,

.by nonusers (see Table l):
1 1 "

0

III

ie

die194
. -4

10 Itip ., 0*

go .

Table 21. pxplanations for Worse Supervision fbr Pgit Tiqe Compared,

to Full T Workers .
, .

..- -

lanaillon,. . ,

.

Percent of All Reasons

. . .
.

. .

jaare work/Worker edheduling required or more difficult , 0' 65

41etOrk/worker scAipUtag .-

Moie-46odmunications required or more difficult to communicate., 23'.

c---5

..

t.

...

ource: Open-ended responses of-work unit milsuperVisors and eoymen
eirperts'in using and non-using companies; n 057. .a. 5.

Mrworkstarts, stops,,and,changeovers

attrtiMe workers-are,140s respbmsive, cooperative 5

Je,

46
1%
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1

The_patential fop' reduced overtime through the use of part tiOe,emploYMent

.115.a large incentive 'to- use it. But many non-:users do not 'foresee this benefit.

. .

Irrprinciple, lit is often suggested that employers, could use part time em-

. plOymet-instead of paying ollittihie to,4ul1 Arai employees, especially for staf-
.

fing-extended hours or meeting peak deMind in 'service organizatips Isuchas,

banks), or for "covering the,,partial shift often required in hanufactu4ng. This .

research ,suggests thatbsuch savings are common with part time employment and a '

significant advantage to its uge, , .
. -

,
.

and
.

mes IndExplanations. A large maioritY-Of users--68 percent of work

it:sWiyisors and'even'moie emploAeneexpertsrat.q part time.employment as _ ,

tte 41 time because it enables them2to.avoid scheduling ovealime. Oyer, T.

oir be se outcomes are important and havelrqtlantitative'measures of them.

sild. 4.1 his-advantage, it is unlikely that overtime
oentiVedrAhe.,-.g. on-of part time employment by other e

.of the--noiitus d. expected overtime savings be a/Pip

employment.
;,or

/ *

gs are ah'in-
rtY. Only:a third
t of pat time

Although' overtime savings were common for all categoties of users, they were

llar jobs-and
more 3iikelype in ;white collar jobs ,and administrative work activi-

ties thanw ilr ufActuring activities (see Table 22

Equipment and Facilities

.

-,4.-

In most awes, tke,utilizition of equipment and facilities is unchanged;
'

by the use of Yart.time employment and does not, explain its use. 'Wben tifese
cons4derations are decisively better or worse,'they are equally aq likely to
be abenefit as a'cose, aid so ao general direction of influence can be pie-
dicted. . , .

4.

«ZL "had been claimed that pare time employment- can increase machine time
or otherwise extend the' utilization of capital equipment. For example, sched-:

'uling part time workers at either early or late hours, as 41 a second mini-.
shift, enables space'and equipment to be used longet each day. On the other
hand, part. time4cheduling could add to equipment needs, including offices, L.
desks, typewrites, or tools, if duplication is needed for split jobs.

.

Outcomes and Explanations. .Neither more efficient utilization Of4facili-' .

ties nor itsopposite, increased eqUipment needa,is a usual experience with '

part time employment. For the most part, part time employment does not affect
the use of equipmentand,facilities. It is not,a decision variable and does
nOt-exp/ain.the use of part)time employment in the Majority of cases. But

when there s An effect, whether better or worse, it is important-67 percent
'of,*orkunit uperyisors and 79 percent ,of employment.experts reword those -

differences s impoktant. The likelihoodof,favorable.,equipment experiend6s
may be slightly higher for white collar than-for blue collar occupations. Both
work unit supervisors and employment experts concur In these results, and the)

expectations of non-users 'are' similar to the.expleriences of users. Thus only
a'small nunber'of,non-users are constrained from adopting past time employment
due to equipment and facilitiesi almost none are encouraged(to adopt it (see
Table g .
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Table 22. Overtime Payments under Part Tinie Compared to Pull

Timi Employment
o

Data Source

letter Equal Worse
cf.

(percent of responses)

User's Experiences

Work Unit Supervisor
Employment Expert

Non-User's Expects ions
Work Unit,Superviso;
Employment Exprt;.

4411",.,

Occupation Includes :a

White Collar
Blue Collar

ve

Work Activity includes:a

Administration
Manufacturing

68

76

. 25-
072

/ ,56_

80

.

3
i

N.
- 22 a3

55 10

54 21.

-- -

7 24' 4

0

5

Note's: See Table '3 for sample sizes. Differences .between

users' experiences and non-users' expectations are
statistically significant at a .10'according to a chi-

square test on Better vs. Equal df Worse.

a Data source is work unit'eupervisors in 39 user companies;

since some employers have part time workers in both'

occupations and work activities; same overlapocturs, and
differences maybe greater than reported,.

er

Table 23. Equipment and Facilities Outcomes for Part Time
Compared to Full Timpe Employment

Data Source

Better Equal Worse
(percent of responses)

User's Experiences
-k

Work Unit Supervisori 18 61 - 21

Employment Expert M1 - 14 76. 11

Non-User's Ekpectations,
Work Unit Supervisors '5 70 . 25

Employment Experts '," 4, 63 33

Occupation includes:a,

White Collar 25 54, Z1' .

Blue Collar 6 ,17 ,---- 18

Note: See,Table 3 for sample sizes and Table 20 for

Note 'a'.



D. *ummary of-Findings

Taking into account all job performance, personnelmadministration, and

work management.experiences, the net effect is a weak positive economic outcome
for permanent part time employment;, on the average, there is asmall net bene-
fit. A few of the outcomes constitute weak incentives to use part time employ-
ment, but they-are not compelling. They are-reduced overtime costs, increased ,

productivity, reduced absenteeism, reduced wage costs, and to'a lesser extent,:

reduced fringe benefit costs. But many other outcomes' either are not affected.'
by part time employment, e.g., equipment and facilitiesfrequirements, co-worker
relationships, and training ftquirements, or are NnpredIttable because they .

generate benefits as frequently as costs., These. unpredictable outcomes are the

availability, recruitment, aid turnover of part time workers: No outcomesim-
pose stung economic costs on the employer. Variables suspected of causing

problems--recordkeeping, supervisio4, promotability, and loyalty--actually
haVe.little negative effect. .0verarl, roost of the performance, administrative,
and management outcomes for part time employment are frequently,not different
from those of full time'employment. /Abell they are different,'eMployers fre-
quently do not see them as, important (see Chart 2).

JDf course there are a lot of negative expectations about the benefits
and costs of part time employment -song employers who do not use it._ The .

,chief..economid constraint against its use is expettations Otherhigh turnover. ther ,

_

expected costs that mattei.are pro lemg^with supervision and recordkeeng,
high training costs, low trodualvi and worse prOmotability than.forfull
time workers.4 Expected -unfavorable r ults with absenteeism and recrUiting,
are lesser constraints. Non--users- expe , nevertheless,-that both overtime
and fringe benefit costs are advantages of part time employment" (see Chart 3)

.

' The use Vs. non-use of part time employment cannot be explained by eco-
nomic benefits and costs'alone. Not wily are.dutcomes fregueriily the samefor
part and full time'emploYient. (Or riot important if they are different), but for sev-
eral outcomes, non-user expectatidns are in rough agreement with' user experi-
ences. This is the case ilior overtime costs (incgntive), loyalty (a weak con-
straint), availability ,(unpredictable), and co-worker relationships. and equip-

IIIt and.facilities. (no effect). They also agree on the direction of influence
riot the strength of that influence in-the cases of fringe benefits- (posi-

tive),,and supervision, recordkeeping, and prOitotabil4,ty (negative).

, The most important economic Outcome in explaining the use vs. non -use of
part time emplo
non-users expec
for absen;teeism.

Wage cost.savings
to foresee overt'

, . r.
The industry of the mployer usually does.not affect the benefits and,costs

of part time employment, but the occupation of the part'time employee often does.
However, neither major occupational group--white collar office workers vs..blue:
collar-production workers--has an overall edge. White collar part time'workers
(mainly clerical) appear to surpass blue collar on two jab perfollminctvariables.

_.- -'turnover and absenteeism--and on-two management variables -- overtime costs and
equipment and facilities casts. On the other hand, blue collar part time worker's

nt is productivity--users experience'it as a benefit, but
it to be a cost. This divergence is true, to A lesser degree,
In addition, non-vsers'do not recognize possibilities for
with part time employment, and they are.70#me.v,hat lessjikely

savings (see Chart 4).
-
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Chart'2. Summary of Users" Experiences with Bondfita and Comte of ?Alt

Time Employment,,Their Importance, ind Their Effect on rho

Use bf PA'rt time Employment
, -

benefit/Cost Variable

Experience,
Part Time vs.

.
Full Time

Important to
Decision to
Use Part Time

Effect on Use

of Part time

EmplOyment

4

Job PerfOrmance
Productivity Equal or Bettera Usually Weak incentive

"Turnover MiAd Half the time Unpredictable

Absenteeim Equal or Better Half the time Weaktincen4ve.

promotability Equal or Worse Seldan0 Little effect

Loyalty Equal or Worse Seldom Little effeict

Co-Workgr Relationships Equal Seldom No effect

Personnel Administration
Availability Mixed U4ually Unpredictable

Recruiting Mixed Half the timab' Unpredictable

Training Equal Seldomb - No effect.

_Recordkeeping Equal or Worpe. SeldomP Little effect

Wage costs Equal, or Better Half the time Weak incentive

Fringe benefit Equal or Betterc Seldom Little effect

Work Management
Supervision) Equal or.Worse Seldpmb Little _effect

OVertime costs Better Usually Incentive

Equipment Equal Usually No effect - -

aWork unit supervisors are less positive than employment experts.

bWork unit supervisors attach more importance thanfamployment experts.-
.-

cWork unit superviso6'are more-positive than employment experts.

Source : Tab!es 3 through

a

(operatives and rabil&-s) may have an advantage on three quite-important person-

administration variables -- availability, recruiting, and wale costs. No'dif-

ferences are found on productivity. Part time workers who irehousewives'-jm

their other role are occasionally superior to'students, especially in turnover

Jl

and absenteeisM (see Chart 5) .
0 ,

'f

These results mean that if part time employees are housewives in clerlcal

jobs, reduced turnover comparea to fu'l time employees becomes,a clear benefit.

of part time employment and an incent!ve to use it, rather than being unpredic-

table. For students in blue cdllaT jobs, turnover becomes a cost. These re-

sults also mean that availability and recruiting are likely to be-incentives

to use part time employment in operative and laborer jobs, rather than mixed

in their effects.

..;
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Chart Summary of Expectations of Non-Users About Benefits and Costs
of-Part Time Employment, Their Importance, and Their Effeq;

on Non-Use .of Part Time Employment

Benefi Cost Variable

Expectation:
Part Time vs.
Full Time .

Job formance
Produ ivity
Turno er
'Absen eeisM
Pro ability
Loya ty
Co-Wo er relationships

. ,

Personnel Administration
Availability
Recruiting
Training
Recordkeeping
Wage costs

,Fringe benefits

k Management
Supervision
Overtime costs
Equipment

Equal. or Worse

Worse
Equal or Worse
Worsea
Equal or Worse
EquaY

Mixed .

. Equal or
Equal or Worse
Equal or Worse
Equal
EqUal or Better

Equal or_Worse
equal or Better.

Equal

Important to

Decisions Not-'to

' Use Part Time

Usually
Usually
Halfthe_fime
Half the time
Seldom
Seldom

Half the time
aff the time
.Usually

Usually
No data '

Half the time

Effect on NoiA-

Use of Part Time
Employment

'Constriint.
Constraint
Constraint
Constraint
Little effect
No effect

Usually
Half the time
Usually

*predictable
Constraint
Constraint.
Constraint
No effect-
Incentive

',Constraint

Incentive
No effect'

';Work unit supervisors are less positive than eMploymeA nt experts.

Source: Tables 3 through 23. .

Three qualifications are necessary: First, although the_economic outcome

for part time employment appears on the average to kre a small net benefit, the

experiences of an individual user company may be s.Ubstantially more positive

on any one of the individual economic outcomes.' Conversely, not all the bene-

fits may be obtained. There is considerable variation in. experiences fiam

user to user.
.

SecOnd, although users experience positive economic benefits, on balance,

it does not follow that non-users would necessarily' reap the same benefits.

Obtaining economic beAefits depends in part on the job and the characteristics

of the worker, as reported in this chapter. It also dependa on a combination

of other factors, including work technology andlabor market conditions, as is

reported in succeeding chapters.

Third, all thege results must be taken with caution because they are based

on a small saMple and because the study is exploratol-y.
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Chart'4. Summary of Effect Of Benefits and CostsvfPart Time ,

Employment on De sion by Users and Non-Users Whether

to UseIt

Effect on Decision
4.

User Non-User
/

gai Weak Incentive

1.

4

No effect

Weak constraint

Constraint'

Unpredictable

Overtime costs
Productivity

.Absenteeism
Wage costs
Fringe benefits

Overtime costs

Fringe benefitg"

Equipment Equipment

Relationships Relationships

Training_ Wage costs

ob

Loyalty Loyalty

Promotability
Recordkeeping
Supervision

Availability
Recruiting
Turnover

Absenteeism
Recruiting
Productivity
Training
Recordkeeping
Promotability,
Supervision
Turnover

Source: Charts 2 and 3.
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Chart 5. Summary of Effects of Occupation, Work Activity, and Student vs.
Housewife Raile oA Benefitiland Costs.of Part Time Employment '

Occupation

Better Experiences for
White Collar Collar

Turnover
Absenteeism
Recordkeeping'
Overtime 'costs

.Equipment

p

Availability
Recruiting
Loyalty
Wage costs
Fringe bentfits

No
Differen es" No data

Productivity
Promotability

*- Training

Supervision

Work Activity

Better Experiences for
Administration Manufacturing

Absenteeism
Overtime

Availability
Recruiting
fringe benefits

Relationships

I

No

Differences

Productivity
Turnover
Promotability
Loyalty
Recordkeeping
Training
Wage costs
Equipment
Supervision

No data

Relationships

zo

Student vs. Housewife Role

Better Experiences for
Student Housewife Difilhces

.

Productivity
Availability
Recruiting
Promotability
Training
Recordkeeping
Wage costs 4

Fringe benefits
superviskp .

4, Overtime
Equipment

Turnover
Absenteeism
Loyalty

No data

Relationships

4

Source: TSbles 3 through 23.
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CHAPTER 'IV. WORK TECHNOLOGY AND EXTERNAL FORCES:
HOW THEY AFFECT PART TIME EMPLOYMENT

The use or non-use of permanent part time
the nature of the work to be done and the work
that part time employment is Suitable for some
propriate forysome work settings than others.
this chapter.

Work technology has two separate.but related meanings in this study. One

refers to the technology of the job task--the-nature of the job and what it

takes to,do it. Examples of job technologies include requirements folteam-
work4 co-worker cooperation, communication, training, supervisory support,su-
pervisOry responsibility, policy making responsibility, and problem,Solving.
Job tedknology also refers to.characteristics of the job such as repetitive-
ness,Netress, discrete tasks, and continuous process or service operations.

The other meaning of technology refers to thetectinolOgy of the work unit

and to the external. ,demands made on it. Ear example, work unit technologies

refer to the time pattern of demand for the cl.mtpui of the work unit, such as

extended hours of operation or cyclical demand. It also refers to work or worker

scheduling complexities, a non-standard size of workload, special projects, and'

the-rate of change in the work unit.

employment might be explained by

'setting. It is commonly believed,
jobs but not others, and more ap-
These hypotheses are tested in

A. Suggestions from Previous Research

There are two sets,of reasons why'work technology is thought to affect the

use of part time employment. First, part time employment is used more frequent-

ly in some industries and occupations than in others. Second, previous studies

have attempted to idehtify specific work technologies for whidh,part time em-

ployMerkt is more vs. less suited.

Occupational and Industrial Usage Patterns. Occupationally, the maximum.

use of part time employment of women occurs among sales workers and service

workers, where 18.0 percent and 16.1 percent, respectively, are part time year

around workers. The minimum use for women is among operatives where only 5.0

percent are.part time year around workers. For men the range is from a ,high of

' 9.0 percent for service workers and 7.9 percent for laborers to a low of 1.6

percent for c workers and 2.2 percent for managers and administrators. Thus

the high use ations, relatively spAking, have 31/2 times more part time work-

ers than th e occupations in the case of women, and 51/2 times more in the

case of men. trially, e disparilt, is even greaterN... Part time year around

Women workers count for .8 percent of all women workers in private households

and 15.2 percent of all en workers in wholesale and retail trades, but only

2.9 percent in durab ods manufacturing -.-a 9 to 1 gap at the extreme. For'

men, paft time ye around workers account for 7.8 percent of all workers in
wholesale and retail-trades, and only 1.0 percent in durable goods manufacturing
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and .7 percent in mining --an 11 to'l gap.1 The uneven ass in the incidence of

part time year around employment may reflect supply side- availabilities'of part

time workers, but previous studies suggest.it may,instead be a demand side,

technology-based result. .

.s,' Appropriate Work Technologies. Those job technologies which previous studies

have suggested are especially appropriate for art time employment include dis-

crete tasks, repetitive work, and stressful work. Discrete tasks means tasks

that have a clear beginning and e" and,are'relatively self-contained (e,g,

Conducting a laboratory test, typing manugcript, processing a payroll, exam-

iniag an insurance claim). Part time emplOyment may be well suited to these

jobs because theylhave minimum supervision and communication requirements

(which are sometimes problems with part time employment) and because they are

minimally affected by work start -ups and stops. Repetitive work (fcreind in many

clerical jobs) and stressful work (either mentally taxing or emotionally--demand-

ing) ought to be suited to part time employment because work done in short blocks

of time will provide fresher,less bored, less fatigued, and more alert workers.

Work unit technologies which are thought.suited to part time,employment in-

chide cyclical demand and extended hours of operation. Cyclical demand refers

to regular peaks and troughs over the day or week in the demand for t1e produCt

or service of the work unit. Extended hours, of operations refers to hours of

business beyond normal daytime weekday hours. Cyclical demand and extended

hours are illustrated by banks or retail stores which have heavy midday traffic

and evening or weekend openings. Work units which face these, technologies might

be especially amenable to part time employment because it would enable-them to

better match the size of their work force to the varying size of their work load;

In general, since goods can be produced for invdntory or stock'whereas services-

cannot,.uneven demand for services is more likely to make part time employment

-.economically advantageous than is uneven demand for goods. This feature, in

addition_to work technology, may explain the greater use of part time employment

in.service industries than in manufacturing industries.2

The major job technology which previous studies suggest is not,appropriate

for part time employment is continuous work flows continuous process as in

assembly line manufacturing, continuous service as with some customer contacts

(such as inside or telephone sales jobs), and continuous supervision as in some

management and administrative jobs. The use of.part time employment in contin-

uous work,flow-technologies may cause disruptions and scheduling difficulties

arrcf may thus impair the quality of work done or service provided. In the case

of managers, continuous availability may be required, with coordination and

follow-through responsibilities that may be harder to do under part time'em-

ployment. 0
Je

Two other job technologies for which part time employment may be ill-suited

are requirements for extensive communication and teamwork with co-workers.

1The source is U.S. Bureau of Labor Statistics, 1976.

2We axe indebted to John Owen for this poiht.
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Because part time workers are not always present, commnications and teamwork

may suffer. Finally, part time employment may be incompatible with require-

ients.for extensive training, which is less profitable for an emplpyer to pro-

vide to'a part time worker.

B. Work Technology and the Use of Part Time Employment

The incidence of each job and work unit technology is reported inthis

section, both for users and non-user ofart time employment. The objective

is to determine if users have dif rent technologies from non-users. In addl.-

tion,-users were asked (open-en d) why they use part time employment, and

non-users were similarly asked why they do not use it.. These answers are in=

terpreted in terms of work technology. The findings permit provisional con-

clusions about the role of work technologin explaining the use or non -use of

part time employment. Because the sample is small and..the findings based on

respondents' opinions, the conclusions must be regarded as suggestive.

Technology of the Job Task

The, job task technology which most favors the use of part time employment

is discrete job to
uous process operat
gies previously thou
and heavy superVisory

s. Those-technologies which discourage'its use are contin-

ns and supervisory responsibility. Several other technolo-

t ill-suited to part time employment, such as teamwork

upport, are in ?rot not incompatible.

Three job task techn ogies occur in most of the part time jobs studied:

the work is routine and repe c (items 1 and 2 in Table 24 below), teamwork

and help tz.651 co-workers is required (items 3 and 4), and job tasks are dis-

crete (item 5). Routine and repetitive work and discrete job tasks are

job technologies for part time employment, but teamwork and co-worker help

are not. Nevertheless, they are very often present in part time employment.

(The meaning given to teamwork by employers\is quite broad, however,-And not

restricted to mean literally a work group). Extensive supervisory support and

guidance is required in part time jobs over half the time'(items 6 and 8), and

over half of all part time jobs require' problem solving, albeit with clear cut

answers (items 9 and 10).
ir

41

All these job technologies, with one exception, are also found among com-

parable full time jobs inNsimilar occupationi, and so they do not distinguish

part time from full time employment. However, discrete job tasks are found

Significantly more often in part time than in comparable full time jobs, and

may therefore help explain the use or non-pse of part time employment.

Continuous process work technology is-found in half of all thepart time

jobs studied; this casts doubt on the belief that,the two are incompatible.

Yet continuous process job_technology is significantly less frequent among part

time than among full time jobs at similar occupational levels,'and thus it

appears to discourage the use of part time employment.

Job technologies which are usually not found in part time work are .poltcy

making responsibility, uncertainty about how to do the jobland superkrisory

responsibility (items 23, 22, 'and 21 in Table 24) Likewise, the former two.
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Table 24. Job Technologies of Part Time and Full Time Jobs in Similar Occupations'

Job Techdblogy

Percent of Percent of Pull

All Part Time Jobs in Sim -

Time Jobs ilar Occupation

1. The, work can be broken down into routine steps. '86 80

2 The work is repetitive.
82 85

3. Workers cannot easily-complete their tasks without 79 80

help.from their co-workers:
__

4. . Teamwork is used. .
77 84

'5. Job tasks are discrete. .
74 55'.

6. Workers cannot easily complete their tasks without 72 73.

guidance or direction from supervisors.

,7. .
More than one'worker works on a given task from 64 40

'
beginning to end.

8. Extensive supervisow support is required. 56 45

9. Problem solving is required. .
56', 50 .

10. Problems with clear-cut methods of working but 55 67

answers are frequently solved.

11. The work is continuous pro8ess.* .
54 79

'11. Company-paid training is required. 46 .
50

13. Workers must frequently communicate.with others 45 47

to complete their tasks.

14. The job involves mental or physical stress. 44 35

15... Extensive internal communication is required. 'I ai 60

16. The image of the job 9r worker is important. .36 No

17. supqxyisors must watch even the best employees do 35 33

their-work to ensure the work goes smoothly.'

18. Extensive external communication is required.
5

19. Workers are isolated so that communication is , 28 47

' limited.

20. The work iA dirty.
23 30

21. The job trIcludes supervisory responsibility.* ie 55

22. There is uncertainty about ,how to do the job. 11 , 104

23. ' The job includes policy making responsibility. '10 '2Q

Notes: The source is work unit supervisors (n,= 39 for users (Column 1);

n = 29 for non-users (Column 2)).-

* indicates- the'difference between part time and full time jobs is statistically

significant at a < .10 according to a chi square test.

. .

t

job technologies are seldom found in comparable full time jobs; they are not char-

acteristic of jobs .in'the clerical, operative,-and laborer'occupational groups '

which were studied, and have little todo with the:,choice of part timeor full

time staffing in these occupations.
Supervisotresponsibility, on the other

hand, is found in over half the full time jobs in these occupations, and thus

distinguishes part time from full time employment.
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All other. job technologies are found in part time jobs with moderate

frequencie;. Training and extensjve internal communication, previously thought
to be inappropriate for part-time employment, are found in. 46 percent and 41

percent of the eases, respectively. These frequencies are somewhat lower than

for full time jobs, butnot,Significantly so. Part time. jobs in-the sample were

Characterized by stress 44 percent of the time, which is not much more frequent

than full' time ,

Another technology classifica.tion scheme (Thompson, 1967) which
reinforces theSe results shows that ofa.11 part time jobs studied, over half
are long-link d (typical mass production assembly operations where part A has

to be finished before part B "dah begin)', a third are mediating (linking of

ciStomers and employees to accomplish a fairly standfrdized pferation such`
as bank tellers, sales people, telephone operators), and only 10 percent are

intensive technologies (applying a variety of techniques to complex problems,

as in professional or managerial work). Although they are not identical con-

cepts, the fiequency,of the long-linked technology-and continuous process
work previously reported is'nearly the same-for part time jobs.

Table 25. Technology of Part Time Jobs
e.

Technology

Percent of All
Part Time Jobs

Long linked (mass production assembly operation) 55

Mediating (linking customers and employees) 35

Intensive (complex problem,solving) 10
Total 100

Notes: The source is work unit supervisors in 29 companies. See

- for further,.explanation of these technologiesaand their definitions summarized

above.

Work Unit Technology

Cyclical demand for the output of the work unit favors the use of part

_ time employment..

One work unit technologycyclical demand for
when there are gpart time employees. This supports

time workers enables a better fit between' the size
amount of work to be done. However, many non-user
demand, so that it-does not compel,the use of palrt

outputis usually ptesent
the belief that using .part

of the workforce and the
work units also have 77clical
time employment.

A non-standard size of work load (meaning that the work to be done-in the
job-is usually less than or more than'an eight .),hour a day or 40 hour a week job
is reported by just fewer than half the employers who use part time workers.
But it is reported significantly less often,by non-users, and thus it is a work
unit technology which distinguishes users from non-users. It is further evidence

that part time employment aids in fitting the work force to th size of the work

load.
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Extended hours 'of operation, thought to a ciaP/416Topriate Sor part

time employment, occur,' in just over a third sample libhe work units

which use part time workers. While thii a surprisingly small n , it may

be dud to the exclusionoff enterpris --fln'the retail sales industry and thus not

representative (see Table 26).. .

v
6

.N. *
,

Other
6
work unit technologies which were measured include complex scheduling, I,

r
special projects, And rapid change in the work unit. Complex schAulinTrefers

to production and labor scheduling in which the codrdinationof workers, machines,

. and raw4materials is difkicul);:, as in some fahricationor assembly work. Special

prOjects refers not to temporaryassignments but rather to a usual work actiNaty

which-consists of a flow ofrojects which differ from each other,, such as a'

succession of government contracts. Rapid change, in the work unit refersto

either changes in production processes of to changes in personnel or orgahiza-

tional structure, as might be true in scientific or fast growing companies. / --

,

_
,These work unit technologies may either favor or hinder part time employ-.,

. , ment. The flexibility and fine tuning which part time employment provides might

make complexscheduling etbier,b4t. the availability bf,part time workers /sirice .

many are students or housewives) tb fit,into-Apecific,labor time schedules may

prevent their use. The same flexibility may 11s0 endourage part time employment

whep work units have specia1.2rofedts, but on the other'hand special proje is

may require frequent training which discourages part time employment. Rap d -...

changes mayjse conducive to part time employment, especially at high occ tiosal

`levals, because of enhanced cross..fertilization of ideas stemming from a arger

. and more diverse collection of emOloyees. But unstable organizatiogirmay avoid

part time employees if they are less well socj.alizedinto'the organlization and

.hence have less predictable or trustworthy behavior, which_is critical whet?

formal stfuZaKestre changeable. v

Both complex sCHedures and special projectslaie characteristic of more'

than half the work units *with part tfme workers, Vhile rapid changeapplies to

a third- None occurs with significantly different frequencies among noll-user

work units, and thus tOese-v6rk unit technOlogies do not explain the use or

non -vise of part time emplopvt.
,,,

,
.

,

gable26. Technology of the Work Unit in Work Units Using :fd, tio Using-

Part Time Employees.

e"P

, Percent -f Alm
Technology User Work Unit

Percent of 'All
Non-User Work Units

Cyclical demand fbr output of the unit *

Complex scheduling ofwork 3r workers
Special projects are undertaken '-
.Sizd'of,work load is not standard full time*
Extended hours of operation of work unit

Ar---
:Rapid.change in wilt unit ow% 01 #

79

59

.55 i

43

.
37

35

65-

45
40

11

, .
20

.
40

'Notes: The source is'work unit supervisors in 39 usevelFa720 non-user coMpapies.
*indicates a statistically significant difference between users and.non-users

at a.<.10 according to a chi-sOare test.

14a,
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Why is Part Time Employment Usedwor Not Used?

11%

based on work technology are frequent explanations which

=

pmp s ffer for their. use of part time oyment. Usag'e permits a better'_

fit be een the size of the 1a,r input and the size of the work load and solves '
scheduling oilemS. l'"

P

The openilnded responses of employers to an initial question on why they

use or do not use part time employment are over44elmingly.cast in terms of works

technology. Mbsiemployers.(85 percept) use part time employment in part

cause it permits them to solve a ,scheduling problem by better fittihg the

of their labor input to the size of their work load. These 4ituations are "-

I:A:trate-0bl cycliCal demand, complex scheduling, non-standard size of 'work, oadk-

'd extended hOurs of operation.

The second major reason which-employers offer for their use of part time eie-

ployment-is that it perbitS labor compensation costs to be minimized, either.via

sma ler tot41 base wages, less overtime, or smaller fringe benefit, payments. Al-

thou the employers offered at least one of these reasons, no single 'one .

of'the ffered by more than a quarter of all employers: Of course, labor

compen tiOn ts may be reduced by accomplishing a better it be*ween the sizet

of the rk'lba and the size of the tabor input. 'But employers are Iesi likely

to thin in to of liboV. cost savings than they are 'to think directly -in terms

'of sched ling pr blems,and wo0 load management. 4
Labor y coAditions--eitk that part time workers were abundantly avail-

,
able 4r that full time workers were hard to get--were occasionally important.3

the.40erage, about two separate reasons were °faired, for .using part time.em-

toymen't: The opinions of work unit supervisors correspOnd very closely with

.
thoseof employmentwerts, (see Table 27).

ti 4

Among non -us ?rs the "no perceived need" response ich occurred 54 percent .

8f,the time is perhaps tied to the:absence of work tech ogles whi.Ch give rise

to scheduling problems, Non-users queried in thisstudy ave rick so much decid- '

ed ageinst4Dart,time employment as they have never felt any compellinglneed'tO

tiy it- t ,

.

Jobs Not Suited to Part" Time Employment

. Most employers believe management.and supervisory jobs are not suited

to Pare time employment due mainly to job requirements such as =continuity

'ailed continuous availability.

The relationship between work technology'and the use of part time employ-

ment--heavy in some oicupations And very light in others--may be a supply side

phenomenon (the workers are not available for certain )obS) br a dbmandside -

phenomenon "(employers do not want part time workers,sin certain jobs).:"In the '

palticular 8ate of managers and administrators, very few of whom are part time

employees, the evidence is that it is A
.

demand side phenomenon dependent on .

the technology of the Job task,
,

AI'
A

3This finding is 'quite _different from the EuroPtan experience` of thefp7
when widepread laboi shortages motivated a rapid increase iii part time emplo nt.

-1.
,

. . ,
-
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. .
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.r TSb4e 27. Reasons Whir Part Time Employment rs, Used or Not Used

e

Reason Percent of Employers

Users

Fit labor force to *ork load
"Reduce total' laborltoMpensation tosts

Minimize total bate wages

seduce
overtime waged

liteduce fringe besefit costs
Labor supply- -many part time or few

full time workers All

Avdid persormAl ceil2hgs
Other

TOTAL

85

56

26

15

15

13
5

. 31

190

Von-Users `\

No perceived - needy' 54

Libor union influence .

13

Labor supply--hard to get part time 13

Work load'orscheduling does not fit
with part time 8

. ,''Other' ''
17

. TOTAL 100

4

Source: Open-ended questions asked of employment experts in 42 users
lb *and...1126c.non-ufer companies.

A ,large major ty of employment experts--about"82 percent overall(both

users and non 7users)-lagree that there are some jobs in their poiPany which they

would be-reluctant to offer,on a part time basis,(this confihS earlier findings;:

.-e.g , ILO 1963, Klein 1965, allhire 1968). A majority also agree that managers

and supervisOrsare jobs that Pall in that unsuited category. ,H4rever,' fewer

wo tit supervisors--5,5 'pliceni--judge part time eMPloymentoUnsuited to man- .

a t jobs than do companremploymentAelperts.
^81

,
.,

A .

eiC. The Vfects^pf Work TechnologTon the Benefits

. and Co4isyof Part Time Employment
, ., t

. !

Do, job and work unit technologies affect employer ' experiences wit)} cart.'.111
.

.

time employment? Do they,alter the benefii and costs of using part time work-

eirs? These ile.stions.are explored' by analyzing the frequency of better vs.

worse.experiencef for pare time, compared to full time workers in the presence'

and, in the.absenbe of each relevant job, and work unit technology.- Becaube the

sattiple size is small, only simple associations caOpe suggdsfed.,
f 4 . I'
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..k. ,ffects on Job Performance

- .

,

Job performance outcomes of part:time employment maybe affected by sev-

eral work technologPess Discrete tasks and cyclical demand may bq associated

with especially favorable exper.tences,whfrle Contipuous prOcess opetations may

.be asspcia ted with some worsened reeu/t.s,- -r-

. Productivity. The productivityrt.timecompared to full time workers

may be improved in the presgnce of both.t:heMajor work technologiesdiscrete
. ` job tasks and ,cyclical demand fat- output--which`favor the use of paxt time em-'

--w

ployment: Productivity may also be enhanced in jobs which, have high stress,

0. as" is eVegted_due to shorter working per%ods. of part time.workerS,"and in jobs

whiCh have high-tntenai_aa4-externaL communiecations.requirementl, which is not

expected. , , . , -
f

. --.. ,

-

ContinuouS pr2Cess operations-may be damaging to the productivity of part '°,

time workers, thus adding to the discouraging, effect which this'work technology

has on part-time employment. .Negative productivity consequences may also foe . ,
i

4,

", found whenteamwork,is_requited; although teamwork rh often a part of:pail/time qr.
* 4

jobs,,it.may,flave some adverse effects On'iob performance.
S

- .

_
. .

Some work, technologies are predic.ted to. have mixed effects on p.iroductivity,

and ,the results bear out-the predictiOns. For example, jobs, which fequice.etraiti-'

ing will make the productivity of patt,ime workers eitIler equal to that 0 fulig*.

time workers if-the training is actually 'provided, br worse, if it is not krci,

vided. Work units with complex schiftling it experience improved pioductp)ify.

'from part time''workers if they facilitate schedilling problem, or worsened' ?',

productivity if matching their schdhaes to the pork Schedule IA difficult . .

(see Chart 6)%
.

--,
.

* 1 -,

-- , .

. .

Turnover and Absenteeism. The.abienteeism of part time OpRpared to full

time woXkeri' may be improved when theirles are charaCterTzed by stress : (whibh

is more bearable in short doses)-and-by teamwork ,(which may produce a feeling 'N.

of belonging which is often lacking in pa time workers, and which may make

absenteeism more damaging),. Turnoverts lIkewise relatively improved -in stress-

. ful jobs. '-

Turnover of part time workers is less often worse than, and more often

equalto, that of full time workers when-their jobs require company-provided

training. When training is provided,"bOth worker and employer need time to re-

cover the training investment, giving an incentive to temain with the company.

'Promotability, Loyalty, 'and Cot-Worker Relationships. The promotability.

,
(competence and willingneSs to take responsibility) of part time, employees and

their loyalty may be both more highllv rated when their jobs have'discrete tasks, ,.

and when thereis cyclical demand broutput.' This adds to the list of favor-

able economic outcomes associated w th these two-key work technologies, Irk ad-

dition, promotability may he impt ed when there is teamwork, When'impoe 1,s im-

portan, when extensive supervisory support is required, whet'there is rapid

change in personnel, production methods, or organization 6tructure, and when

there are wvial'projects. . Iri-g40a,df these technologies the part tithe employ- ,

eeis more likely to be noticed and treated as a regular employee. On the'

other hand, promotability may be wor'Sened:when there are continuous process

operations.

41
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Chart 6 tf4ect40a* Job and Werk Unit Techohlogiei on Job Performance ExperleLceil
with Prat Time Employment

Experience and %Direction of iffect

Technology Predifted Actual

Quantstative Effect: FrequenCy of Better and Worse
Experiences When Technology.is Rresent vs. Absent

OindnetAvit.4

DiscretataSkS
Stress

Teaswork .

Continuous
process

Internal Worse

Communlcation
external worse

Communication'
Training Equal or

required Worcs.

Cyclical demand. Better

Non-standard Better

size of job
Ifxtended hours
Complex
scheduling

Rapid chaRge

Better,
Better
Worse
Norte

Tuipoear
SCre53

:Teamwork,

Training
required

t

Stress
I

Telmwork
a

Better
Either

Either

1-

'Better '

Better
Equal or
Worse

'Better'

Be' ter

Co-r-te'

Teamisric Better

Image..s Better ° Better

important
Training Equal or

requ.irel vorse

Spes.al Betker

pr.,le4ts
Discnete tisxs"- , lone

4

Better Better ip

Better , Better iss

'Worse Better Is
worse Better is

Better Better is

29 vs. 20 percent; WArge pot "affected.

33 vs. 18 percent; WOE'S, ndt effected.
22 vs. 29 percent; Worse is 17 vs. 07 percent.

19 ve. 33 percent; Worse not effected.

31 vs. 22 percent ;, Worsenot affected.

Better Better is 39 vs. 19 percerk: Worse notiffected.A

Equal or Equal or Worse is 83 vs. 67 percent.

Better Better is 31 vs: 22 percent; Worse is 6 vs. 17 percent.

None
s.

Better, Worse not affec,:d.

Nixed Better 45.36 vs.

Either ,,Better is 30 vs.

Either Better 14 39,vs. 17 percent; worse is 15 vs.

21 percent; but W9Fse is 21 vs. 8 percent.

19 percent: Worse 4s 22 vs. 0 percent.

12 percent.

;letter Better is 24 vs. 18 percent: -Worse not affected.

Mixed Better is 13 vi. 29 percent; but Worst is 35. vs: '43 percent

Nixed, Equalsis 11 vs. n 'percent; but Wor?e is 28 vs. 43"percent.

-

Better Better is 53'vs. 36 percent; Worse is 12 vs.. 32 percent.

' 'Better' Bette:: is 5°2 vs. 29 percent; Worse is 13 vs. 36 percent..

ti^tter Better, 18 vs. 0 percent, Worse is\not affected.
>Better not iffectei.. Worre'is 15 vs' 32 perceat7

k

3 Bettds is 17.vi.' 5 percent; Worse is 22 vs. Weercent.

Better' 9ettsiets1.9 vs. 0 peiccnti Woise is 24 vs; 31 percent.

Sumeryilprw_
support. ,

Continuous
pswiess
Rapid chpngc

'lone

'N6ne'

None

.Teaar.pork Better

jnternak _ Better

'Communication
Training
:required
Discrete 'tasks

Stress
Cyclic7al. dernihd

Non-standird
size of rab

,59 -woe, -r

Teamwork Better

Equal or
worse

None!

'lone

None

Nene

Internal
Communication

Better Better not affected: Worse is k9 vs. 50 percent.

Better Better is 18 vs. 0 percent; Worse is 18.'s. 381.percent.

',forte -*ft-Let 18 percent, Wor e is' 3sr vs. 12 percent.

'

Better Better 31. ys. 0 perdent; Morse Se 15 ..percent.

Better'
Better

None

Better
Better
Bettet

Worse

'71071C

::cnc

Better not affected;

Betternoit affected.

Bettsf hot affected;

Better moiaffected:
'Better .not affected;

Better not Wetted;
Better not affected:

41
. .

,'Iorsc is 35 vs. 79 peiceAt.

Worse is 43 vs. 52 percent.
.

Worse not affected.,
A. "

worse is 43 vs. 70 percent.
Worse 1305 6.,59 percent.
Worse is 31 vs. 61 percent.

Worph 33 percent.

a..

Better not,aff9cted, Worse not'affected.

Better affected; aorie not affected.
as

t

, -. q
,

Notes: Some job tcnnoloores are not an.ilazcd dfl..6 ' few users to which thCy apply istipervisory 6r

Policy 1.?klng PcopInsibillty and rIncertalSty) or do nreapply.(Pepetitive Tasks). The data epurce

is fp work unit su",rvi;ora in.usr companies. Differences are suggestive only and act statists-

' rally significant. _ 1

, .1. A *64
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Loyalty of part time workers is also favored by-teamwork ip.jobs, and by

extensive internal communications requirements. Each of these .technologies in-
.

creases interaction, provides,Tore information, and may reduce alienation. No

work technology ylblds any measurableeffect on the co- worker relationships of

part time. compared to'fell time workers.

Effects on Personnel Administration

The presence of some work technologies may worsen some personnel administra-

,tipn experiences for part time employment, partictilarly availabllity,4recruiting,

and training. ,
. ".

Availability and Promotion. Some kinds of jobs may make the'availability

and recruiting of part time workers more difficult. They are stressful jobs

and jobs reilliring-a high .level of supervisor support. Since these jobs would*

normally occur higher occupational levels', this'may indicate relatively less

abundance of pail- time employees at those lisp and that there is a supply-

side constrAint. 'Recruiting ,may alsobe moifftifficuillthen rh-e woik unit has

complex scheduling, perhAps because-applicants' personal schedulet must be mesh=

ed with prOductiohscheduleS. '

Although jobs requiring training might be expected to provide employment

incentives, no recruiting advantage is noted; however, availability is'increaSed.
.,

..,

Slmilarly,*extended hours of operation,might 4 kedictla to favor the recruit-
, .

ing of part time people compared to full time people since many of them are stu7

dents, cis housewives who' may be more amenable to evening or weekend hours. How---,

ever, this effect is not observed. On the Other hand, cliclical.lan ct
d is asso-A

,ciateddwith worse recruiting experiences. __-
.,

My

Training. Training efforts or costs for part time workers may be worse

when.their jobs require training, since more training is then provided (if there

-4
.

. are more employees), and since the training investment, is recovered less quickl

ly for part time workers. Wo4 unit technologies which are likely to call forth

extra training and thus be associated with higher training costs areteaMwork

(there wooing together necessitates some training), stress (associated with

hiojh level jobs), problem-sOlving (where-techniques must be earned), and rapid
.....1

change (where new production processes require frequent retrain Lig). Overall,.

these results suggest thit training costs ar& bigp for-parttimeemployment in

some' jobs and word settings but not in others.

c'. Recordkeeping. Only one wdrk.technology--rapid chtnge in prOduction pro-

cessIsi personnel, or organizational structure--affects.recordkeeping. Such

Changes might require Aew 10 ds or recorakeeping systems. to be instithted:

This works to the-disaavant.vaiv. art time employment if manual or unusual. 4

records are-Aept for those ';';

.

rs.

..1.*,

, . '

.
, -..

Wagecosts and Fringe Benefits.' Wage costs, as expectek are not affected

. any'woik technology.. Larger fringe benefit savings may be associated (per-.

1-haps indirectly) with the absence 9f gaining requireffients. Perhaps it'ist
,

.lowerlevel-.3obs which are both less likely to require train'ing, andtless
el
Likely

to receivefringe benefits. The presence of complex scheduling is associated:

with mo'e costly fringe benefit experiences, for reasons Which are unclear ''
..

. .

(se Chart 7)-.
.

.. .

, , .
..,

-..

i

, ..4 A,
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Chart 7.

.

Effects of J0,1; and Work Unit Technology on Personnel Adleinistration'

Experiences with Part Time Employment

--Expirience and Direction

Technology Predicted

.

Better
Better
None
None

Rveilability
?Mining required
Zxtended hours
Stress
Supervisory support.

of Effect Quant4.4tive Effect: Frequency of Better add *ors.

Actual Experiences When Technology is Present vs. Absent

Recruiting
Training required Better
Extended hours 11 Be ter
Complex scheduling- Weise
Stress . None

Supervisory suppOrt None
Cyclical degand None

ainin
raining required
T rk

,Stress
Problem- solving

Rapid change
.Special projects

/

'Record Keeping
Rapid cAinge

'

Ot Wagls
. Training. ;required Equa,1 or

,

. Worse

worse

Better Bettor Jo 33 Vi. 15 percent; Nome not affected.
Worse Bptter-is 1p vs. 26 percent; Worse is 40 vs. 30 percent.
Worse Better .is We. 313, /-___1411ofte is 53'vir.' 19 percent.

)

Worse Better prireent; Soros is &Vs. 25 percent.

.None, Better. is not effected; Worse not affected.
None Better not affected; Norse of affected.
Morse Better is 14 vs. 21:poro06 w::#37,ist378 vs. 14 percent.
Worse Better is I vs. 25 pe, ilk vs. 15 percent.

Worse Better is 9 vs. 30 pe en ; Worse is 33 vs. 2k percent.
Worse Better is 0:vs., 30 percent Worse is 40 vs. 20 percent.

Wprse
Worse
Worse ;
Worse
Worse
Eletter

Better
Better
getter
Better
Better
Better

Worse. Worse -- Beter

Fringe Benefits
Training required -

Copplex scheduline
None
None

is 17.vs. 24 percegt; -Wage is 28 At 23 percent.
is a3 vs. 36 percent; Worse is 30 vs. 21 percent.
is 0 vs. 36 percent; sgroe is 47 his. 9 percent.
is 18 vs:. 24 pirlient; Worse is 32 vs. 18 percent.
is 13 vs. 25 petent; Worse is 33 vs. 21 percent.
is 29 Vs. 12 percent; Vora, is 19 vs. 35 percent.

t affected; Worse is 46 vs. 21 percent.

Better not affected; Worse not affected. .

Worse Better is 50 vs. 83 peicent; Worse is 13 vs.-5 percent.
.Worse Better is 52 vs. 87'percent;,Worse is 14 vs. 0 percent.

Notes; See Chart, 8.

4w

'Etfectson Work-Management

4.

,- 7--
Several work-Eechnolbgies niaya?fect'employers' speervisior,

equivment'and facilities.experIenceg-Wih part 'time employment:

I.

, *Supervision. Supervision, experiences with pat time employfrent may be
,Made worse-by jobs which require extensive commu4cation.and wfiich are prob-
lem aolV.Ing jobs, and in-work units which have compleXischeduling and special'
projects. All ot these work tedAnologi are likely to require additional
'supervisory attention in order to facil tare work flow and to assist workers

,

-
overtime, and

.

4

,

4



a

to do their jobs. Although discrete tasks in part time jobs might, bd~ expected

to ease supervision since such jobs are more'self-'contained,. .this result-is not

observed. Cyclical demand, however, may reduce the incidence of Unfavorable
supervision experiences with part time employment.

Overtime.' Two work unit technologies--cyclical demand and extended hours
-rmay.enable greater overtime savings for part time employment because in each
case part time employment is an alternative to scheduling overtime for full
time workers. A non - standard size of work load was not associated with over-

tine'savings, perhaps because a smaller rather than larger size of work load
was the rule in this sample.

Equipment and Facilities. The ability to manage equipmefit and facilities
may be' improved by the use of part time employment when there% complex sched-
uling or extended hours. Existing facilities may be more efficiently utilized
or_used to greater capacity in these cases. But no such effect is reported for

\cyclical demand. Teamwork, on the other hand, may aggravate equipment problems,
perhaps because sevtral people working together may'require additional facilities
(see Chart 8).

a
4

Chart ,8. Effects ofJob and Work Unit Technology on Work Management
Experiences with Part Ting Employment

Experience and
Technology

-Supervision,
Supervisory support
Internal
cemmunietion

External
communication

Problem solvieg
Complex scheduling
Special projects
Discrete tasks
Cyclical demihd

'Overtime
Cyclical demand
Extended hours
Son-standard size
of job

Dixectiin.of'Effect Quantitative Effect: Fresiency of Better and Worse -

,Predicted .
Actual Experiences When Technology is Present vs. Absent

Worse , Worse
Worse Worse

Worse Worse

Worse Worse
worse Worse
Worse yorse

'um, Better, None
bone Better

-Better
Better

t Better

Struipment air Facilities

Cyclical demand Better

Complex Scheduling Better

Extended hours .1° Better

Teamwork Worse

Better not affected; Worse is SO vs. 47 percent.
Better not affected; Worse is 63 vs. 39 percent.

Better not affected; WIrse is 62 vs. 42 percent.

not affected; Morse is 64 vs. 29 percent.
mot affected; Wdrae is 57 vs. 38 percent.
not affected; Worse is 57 vs. 41 percent.
not affected; Worse not affeCted.

not affected; Worse is 31.de. 61 percent.

Bett ('r

Better
Better
'Better

Better

Better' Better is 80,vs. 61 percent;
Better Better is 91 vs. 59 percent;
Worse Better is 56 vs. 75 percent;

None
' Better

Better
Worse

Better
Better
Better
Better

a

Worse not affected.
Worse not affected.
Worse.not affected.

-C

not'affectedi Worse net affected.
is 23 vs. 13 percent; Worse is 18 vs. 25 percent.
is 30 vs. lepercentilliprse Is 10 vs. 25 percent.
is 14 vs. 2% percent; Worse is 27 vs. .7 percent.

/

Notes: See Chart 6.
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D. Ext al Forces and Internal Pressures2
t

. .
Negative labor union attitudes

, prevent many employers from using part
' .

time workers.

A variety of,fordes outside the firM may affect decisions to use part

time employment, and there may be internally generated pressures which are

felt as well. However,-employers who use'part time workers' acknowledge only

two such forces to be of any consequence. About half, the users are influenced

by individual' manageri' attitugfs toward part time employment, and by suscep-

tibility to macro-economic fluctuations, or swings in the business cycle.

Neither equal employment-opportunity pressure nor, individual workers'Patti-

tudes nor community pressure.are present-or'felt as impinging employment policy'

in more than a third of the cases at most. Most Users'of part time workers do

not have labor unions in work units which employ part time workers, so union

influence is small- Hole/ever, labor unionjO.nfluence is among the most frequent-

ly reported external influences among non-tise&s; thus labor unions are perceiv-

ed to be a barrier to part time employment since union influencf is almost al-

ways reported to be negative (see Table 28).

Table 28. External Influences and Internal Pressures Affecting Users and

Non-Users of Part Time Employment (percent of all responses)

1

Item Users
Work Unit
Supervisors

Applicable According to
Non-Users

Employment Work Unit Employment

Experts Supervisori Experts

Managers' attitudes toward
part tine employment

54 46 37 42

MactQeconomic fluctuations 50 66 58 # 54

Equal employment opportu- 34 37 40 43

pity pressure

Workers' attitudes toward
part timeemployment

24 36 11 7

Labor union attitude* 191- 18 50 50

Community pressure on 17 4 17 25

employment policy
1

Source:. Wqrk unit supervisors and 'employment experts'in 39 companies

* = statistically significant difference betweenjusers and non-users .k, .

at a .< .03 level. b
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In many unionized firms, the use of part time employment would be economi-

cally costly sine collective bargaining agreements usually require payment of

full time wages even when an employee is;scheduled for less than normal hours.

Trade unionists claim this provision is necessary to protect.workers from being

called in for only a few hours of work per day.

In addition, some unions disapprove of part time employment on the grounds

that it takes jobs away from people who need full time employment.4 Union lead-

ers fear that management,, given the opportunity, would use part time labor in

° placeof full time labor because it is cheaper. Since the Equal Pay Act does

not now coyer part time workers, it is legal to pay lOwer wages to part time

'employees than to full time employees who perform identical work. Similarly

there is-no Federal'requirement that,part time employees receive fringe benefit4.

410

As a result, few,part time workers are union,represented. When*they are,

they usually receive higher wages and bttter fringe beligfits than do their non-

union counterparts. For example, part time clerks represented by the Retail

,Clerks International Association enjoy a wage-benefit package which compares

favorably with that received by full time members.5 A few Communicatiins Work-

ers of America (CMA) members work as part time "lephone operators. However,

-this is an exception made in response to_a ibarticular demand for evening tele-

phone service in college communities. Recently part time recreation workers

in Torrance, California, formed their own American Federation of State, Comnty
and Municipal Employees Local 495 and subsequently won free uniforms, a griev-
ance procedure, and a small raise.6

JF

An innovative step was taken by the' Retail Clerks in 1976 when it adopted
an international policy of decelerating employment for people near retirement
age. Thus locals who choose to may bargain for shoiter hours for members who
are approaching mandatory retirement age. The objective is to accustom the em-

ployee both reduced work load, and to an income which can be reduced grad-
ually to the revel of anticipated pension plus Social Security benefits. The

greatest obstacle is that pension benefits are usually based on an employee's
earnings at time of retirement. Workers who voluntarily reduce the number of

hour* they work consequently suffer a loss in pension benefits.?

4Ronald Wackett,. Assistant Director - Fringe Benefiti, Retail Clerks Inter-
national Association. Remarks at a National Conference on Alternative Work
Schedules, Chicago, April 21-22, 1977.

5Patsy L. Fryman, Assistant to the President, Communications Workers of
America. Remarks at a National Conference on Alternative Work Schedules,
Chicago, April 21-22, 1977.

6Roxanne Arnold; "Part- timers Form Union," The Daily 'Breeze, TOrrance, Calif.,

March 6, 1977, p. Al2.

7Ronald Wackett. Remarks.
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E. Summary of 'Findings

Most job and work unit technologies are',not compelling in their effects

bn the experiences of employers with part -time workers. However, there are

two work technologies which clearly favor the use of part time employment:

discrete job tasks and cyclical demand for the work unit's output. Both these

technologies arepresent in three-zquarters of all the part timejOhe studied,

both are present substantially less often in occupationally similar full time

jobs in the same work units, and both have predominantly positive effects ox

eniPloyers' experiences with part time workers, including productivity.

In addition,'a non-standard size of work load is found significantly more

.often in part time than in fUll time employment, but that frequency is still,

less than half, and there are no improvements in experiences under this tech-

nology. One work technology which is often claimed to be especially suitable

for part'time employment--repetitive
tasks--is usually found in the part time

jobs studied, but is also found with equal frequency in comparable fullftime

jobs, and so it does not distinguish between the two (no tests of its effect

on experiences could be made).

Two work technologies constrain the'use of part time employment: contin-

uous process operations and supervisory responsibility. Although continuous

process operation's are present in just over half the part time jobs studied,

it is found significantly less often than in otherwise comparable full time

jobs and may have negative effects on productivity. Supervisory responsibili-

ties are seldom found in the part time jobs studied, but were present in over

half the otherwise comparable full time jobs (no tests of its effects on em-

ployers' experiences could be made). --

Other work technologies previously thought-bnapited to part time employment

apparently do not constrain its use in factily Teamwork requirements are present

in three-quarters of all part time jobs studied and live both some posits e and

negative effects on employers' experiences. HeavY silpervisory support and rob-

lem solving are also frequently required, although each has some negative e ects

on experiences. Neither training requirements nor extensive communication re

quirements are constraints-since they are both present nearly alf the time',

about as often as in comparable full time jobs, and have positive As well as

negative effects on employers' "eRperiences.

On the other hand:, some work u9ittechnologies previously thought es ci-

ally-dUited to part time employment` may not.be so well suited in fact. High

stress is present with only little more, frequency in part time than in full

time jobs, and produces both negative and positive effects on. experiences.

'Extended hours of operation frequently did not characterize the work units

studied, and was associated with some negative as well as positive.effects

on experiences. However, this result may be peculiar to the industries in-

,eluded in this study. Rapid change in production-processes, personnel,..or

organizational structure is not usually a factor--it is infrequently found

in any work unit, whether using part time workers or not, and has mixed ef-

fects on experiences.
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Chart 9.. Summary of Employers" Experiences Which Are Affected bi_fay Job

. and Work Unit Technologies

Work Technolov

Discrete tasks

Better

Effect on Experiences
Worse Mixed

Teamwork

Supervisory support

Continuous process

Training required

Stress

Internal communication

External communication

Cyclical deMand

Problem-solving

Complex scheduling

Special projects
.

Non-standard size of.job

Extended hours

Rapid change.

Productivity
Promotability
Loyalty.

Absenteeism
Promotability
Loyalty

Promotability

44r.
Promotability
Availability

Productivity
Turnover
Absenteeism
Loyalty

Productivity
Loyalty.

Productivity

Productivity
Loyalty
"Supervision
Overtime

Equipment

Promotability
Training

Overt ipe

Bquipment

Promotability
1")

Productivity Turnover

Triining
Equipment

Availability
Recruiting
supervision

Productivity
Promotability

e

Training Productivity
Fringe Benefits Turnover

AVailabiIity
Recruiting ,

Training

Supervision

Supervision,'

Recruiting

Supervision
Training

Recruiting Productivity

Pringellenefits
Supervision

Supervision

Loyalty ,

Overtime

' Availability Productivity

.

Training Productiyity

Record keeping

Source: Charts 2, 1, and 4. 71



CHAPTER V. ORGANIZATIONAL 9IMATII

The third major hypothesis for explaining the use or non-use of per-

manent part time employment is that a combination non - economic behavioral

Characteristics, collectively called. organizational, climate, affects the

parttime employMbnt decision: 'This hypothesis is new, since-it is not men-

tioned in previous published work, bUi instead arises from in- depth inter-

views with employment agencies, researchers, and other experts in the field.

The concept of organizational climate as used in this study is quite

new and requires brief explanation. It has lOng been recognized that environ-

ment has powerful influence oh,people'l lives. This influence plays a Cen-

tral role in all the major theonies.Of human behavior. Much of the research

on organizational behavior ofthe last fifty years his dealt "with relation-

ships between the environment'` in organizationsAnd behavior. Most "of this work,

however, has studied .orggnii,ational microvariables, or the parts ofithe or-,

gAnization.

In recent year there has been:interest in a more molar view of organize-

tional environmentsli The thesis is that single variables and even'sets of

variables are too narrow to explain behavior in organizatiChs and' thit some-

how the whole is More. than and different from'the sum of its parts. This mo-

lar concept is termed "organizattonal climate." According to a leader in the

field it is "a relatively enduring quality of the internal environment of an

organization that is experienced by its members, inkluences'their behavior,

and can be described in terms,of attributes of the organization,"f It is'"a

molar synthetic Concept" which is "the meaning-of an enduring situational

configuration."2 Note that organfzittfonal climate has hehavioral copsei,uences:Ns

acts upon attitudes; expectgtioms and states.of arousal which are deter-

"minanti of behavior."3 In'this study, attitudes of managers, both those atti-'

tudes toward Workers which are part of management style, and other' social atti-

tudes, are treated Under the rubric of organizational cliArate, %

A. hypotheses , -.. 4.

.

.-

The overall, hypothesis is that employers-who use permanent past
,

tiftem-

ployment will"have an organizational climate and management style whiqb is /

more "hum#h relations" or4ented and lege "classical" than employers who do hot

use part time employment, and th4'their social attitudes will be more change-

/
orientei and less tradition4 thgn those -of non-usets.

'Tagiuri (1968), p. 25.,"

2.d
3lbid.

4
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This tylibqy corresponds roughly to that of Langdale (1974), who con-

cluded that a molar concept oforganizational climate does exist empirically

and that it can be described along a continuum from climates wach-have a

"classical" orientation to hose which have a "human relations" orientation.

Such a climate continuum, according to Langdale, embraces alternate typolo-

gies: mechaniptic vs. organic (Woodward et al); authoritarian vs. partici-

pation -group ( Likert); Theory X vs. Theoryj 4pcGregor); habit vs. problem

solving (Bennis);' bureaucratic vs., human ref ions (Litwak)'; closed system

vs. open system (Barnes); and Structure I vs. Structure IV (Argyris). It

'also corresponds to the major schools-of management theory: the classical

theories (Taylor,-Gulick, Urwick, and-Fayol); the structural school (Wikerm.

Udy, Woodward, and Lawrence and Lorsch); and the human relations theorists

(Mayo, Homans, Rothlisberger and Dixon, Whyte, Likert, ,Schein, Letwin, and

Lewin areSayleS)."
4.

Dimensions of Organizational Climate

Although a molar organizational climate. may exist in an enterprise; that

climate will ale.° be manifested or felt in'several more-specific ways-=it will'

have several dimensions- These dimensions need to be described and measured

separately in -order to enrich-and'give content to the concept of organi °zational

climate. 'Eased oh-a small number of interviewsiph experts- in the

'field,.the following dimensionsare proposed as- .having primary relevance to the

part time employment decision(

1.\ Structure: 'Mechanistic vs. organia The nature and'extent pf formal

organizational structure including1Flerardhy, bureaucracy, systemize-

.'tion, and internal flixibility.

2. Management style': Employee-centered vs. proeffittion-?entered. Manag-

ers' philosophy, values, and practices.
$ ,

3. Orientation:, Humanistic vs. materialistic. FOcus of-the organization

on people and services vs. efficiency and products.

4. Tradition. Contemporary vs. traditional values. TheAegree to which*

the organizatiort holdsto stability and traditional,values vs. change,

innovatioh, -and more contemporary values.

Managers' attitudes. Positive v s. negative. The overall view of MA-

.

age? toward part time workers and part time employment.

Each of these diMensions of organizational climate has a classical manage-

=Int extreme and a human relations extreme. Each dimedsion may be,related-to

the others, but each taps into a different aapect of the organization'amolar

. climate.

Specific HypOtheses`%.

Within each of:thesedimensions of organizational climate,. early impressions

(gainedwfromperts led'to specific hypotheses about the association of organi-

,
/atinal clitrate with the use of part time employment.,
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'StructKire. Part time employmenLmay be easier td'imPlement in organize-.

tions which are relatively loosely snuctulft and in which *here is less bu-
..re011110ty. and hierarchy and more -flexibility. -Intilve organizations it may

.be,easier formanagers to respond to work4needs andemkloyees1 needs by -using
Part tiMe.empl6Nent, especially if it is new to the ffrm.' Onthe,bther hand,

,

'a lack of formal channels of communications and standard-Policies,' Procedures,
and,informiltion systems may inhibit .he flow, of informaticin about favorable

s .

part time experienips and.Fontribute to'the isolation and,fack of institution-
alixttlon ofpart "me employment. i

e
-- I'D" t

4,..

Management Style.' Managert wRo lie employee- centered and concerned about
..wofkers,and who supervise participatiAly rather than in.-<lose punitilive ways*

mali be morel,likely to adopt part time employment.,v.StiChmanagers tgnolito be
--mote involved with'eMployee problems and morg.likely to use partktime schedr
.%
uling to provili for employee ne4dsTrithillpfprodiictiorksbased., constraints .

They may alsd be less likely to see difliCulties with the eupervisiA of
.

part eneweikers and more likyky-tO be comfortablerit'h`a re fluid and4

flexible part time system. ,----",

..- - ..

."'
,

Orientation. Wnymber of obserVers'exPlieste4eliefs that enterprises - 4

with part time-employment Ave a mOr4umanistic o!ientatipn than those. wi
,

it; i.e., that companies which emphasrtze.ggodemployee relations, pleasant.wo
in

.

conditi generous fringp,*enefits, customer service, safety, and quaLit

'ma;-also-tend to use more part time scheduling in order to accommoiptedOoth
'

workerand,customelipeeds. Companies whioh emphasipoutput,coste, and effi-
enCy may be sste eptivp to part iiiime4employment in -general; and less re- lkk

ceptive to employee uests for it in partic0.14. However:a cpunterargdkent
2," 4 (expressed especiall by laVr.uniOn representatIves) As.that,lessiumanistic,,k

-( A more exploitive', companies tend to use part time employment as a way Of keeping
everybody hungry and getting mOrOwork 4thout paling Ov4rtime and some frinije -

,

benefits. .. d.
. . ,

Tradition. .4ar'sOme.co anies part.time employmipt is A radical alteration ',,

in,a long- established 9 ta:5'woi...:aaY. , In addition, part time employMent is ..

often seen as pa 'of a laTitr cultural shifttowardSanew lifestyles,emphasii-
,.. .

.

ingjeisure time-and worker autonomy impsteatilbf diacipline and the Work thic.

-!'-

:Since for Many, part time'employment is associated
to occur in compani, where, he:climate is lesstraolisitonaland abALi3)

e t.with change, it may b most

ty-oriented and more. recePtive to innarationiChenge, and. contemporary values:

. However, thete:isliall an 'tppOsite -prediction. If, Part time workers are less

well sob alined in
s.

e firm thas.full:time workers,, (because they gpend leogiw
.

,,

't
. time in,the firm or, have' other interests),

0
then rapidly changiAg and uristabi,le

firmsomay avoird them because they are yet mother source' of uncertainty.4'
ti

-
# i

,

*.. . a
-

**Mahe ers' Attitu s It is 'Optgh sd4gested that'a potential non - economic Sic.

e, influence on par ti, employment decisions,is employers' hqattitudes that Pant ,

Attire-workers age ically different rim furl 4e, workers in theirmoivatiOn%
lindcomMitment ey may be seen 'as r.t belonging%to the organization--not

,, perManeneif they are_ part time, and riot part time if they are, permanent.. They

,.... lay'be.se as.,having.'divided loyaltie s, as beipgcpredi,ctably and as riot
A 6 t

, '

1414, ,
,,

4 a i ,46

1 46

P. We Indebted to A.41114.d.Herzog foilisthis point.

.
..
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.
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.
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,
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1

integ into the organization.' Employers.may
believe they do not need

to work aY thus second ate corpbrafe citizens rather than regular'wqrkers.

.
.

1

The questions for this study ere whether these attitudes egN`among em-

ployers, and whether they are more negative f. or employeri whd do .not "Ise part
, .

o
time employment than for those wbo do.

.

.

1,
0

4 a I

.., t OA. Measure's of Organizational Climate

. .

.
.

Two major vehiCles,were used to measure
ofganizattnal climate and managers'

values. he fizleV4s' a series of.open -ended
q4estions asked in a persona; in-

terview Wilph,elicitedtheorespondent's feeling about the atmosphere'orrenviron-,

sent in which he or she worked. This provided a subjective view of the structure,

style-, self - image,,
orientation, and values of the enterprise. These responses',

given in th&reWpondent's own words, were then toded by the inferviewer_as di-

chotomous detcript4ons 6f organizatio'hal c 'mcle along each of the dimensions

identif , if a- rear choice could be e. Responses to other questions (such

-as thos which asked employers why peo work part time, why certain are

.

not suit le for part time emploPftilt, and what their experiences or expeqtatiops

abbut part tine workers were) .all assisted the
bodifilation of subjective orga7

nizationliolitate. A desooiption of the climate dichotomies folIbw,e.
....

IV

.

.
,

. . ,

..b... Structure - Organic: some.etrueture*apd control but relatively few

, : 'tubs or procedures, relatively- little hierarchy or bateau-

1

. 'cracy; relatively informal, relaxed,. and finid systems;
'

emphasis on.CoMthunication, arid flexibility. -' '

Mechanistic: ,relatively
large'number of rules' andTroce7

4-
11..

dures; bureaucratic, structured, formal; emphasis on,systems

Y -

1
and control.,

I.

.

Management Employee centered: sensitive tá individual embloyee needs
.

Style as well as 'company needs; identify with employees and see

them as basically capable and trustworthy.; manager's' job

is to help arrange things so employees are able. tp per-

fOnm, i.e., 'organize, facilitate, support. .. r
,

.Production centered:
main emphasis on needs of production

-and company; identl
`man 5pment; em-

.A ployees seen as basically not wanking to work and needing

contrel; manager's job is direction., control. .

,

,..ia
. .

.
Orientation - Humanistic: people orientee, emphasis qn services, goodq ,/

employee relations, quality, helping people (customers, /
clients) - 0 v.

Materialistic: product oriente hasis on profits,"

0110
'costi,'dutpui, efficiency, bottom li , competitiveness,

JO' salei, making Money.:
,

.

..

.

,

. . ,..

1

Tradition - .change oriented: dynamic,'progrestivemodern;-emphasIs

* Oil *eing up to date, innovative, fast mwing; leaders;

.
revonsive to. external - chanties. .

, - ,

4.

;
TraditionNoriented: traditional, conservative, Stalple,

1. solid, stiltdy; emphasis on royalty," tenure, age, history,

estglished reputation (family atmosphere sometimes).

dosi

,16
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. . .

Attitudes - Positive: see part timers'as valued membees of (regular)
--'`..

.
. work force; as good and productive, committed," mature,

hard working, invested in pareer'Or company and/or members
. .

of positively viewed amoups.,
Negatiofe: see part timers as marginal, temporary, not. as

... 4
'invested in career or company,less predictable and cqn-
tr9llable and/or members orpejoratively viewed groups.

..,1 ,

The second measuring device wasp basically Langdale's climate
it
andcon-

tingency instrument contained in a mail questionnaire. This instrument istwised
to provIge-a classical management to human.relations continuum. It contaiNtr
influence, control,-structure, specialiration,/competitiveness, thcLcommunica,
tion questions as well ,as questions designed to explore respondentS' values.
Responses'to each question are made on a 7- or .8-pdInt Likert Scale: All

,

'q stions have 4, classical management extreme (score =' 1) and a humanrela-
ions extreme (score = 7 or 8) and all are intended to be additive. /tisk

instrument was used to obtain anaggregate reality; on climate and its main
dimensions. It was alS'e used to provide objective verification of the sub-
4jectively evaluated open-ended questions ofcthe save issues in the personal
interview. (See Appendix I '.for a list of tile questions asked, ands see Chap-
ter II and Langdale (1974) for more details about the instrument).

. C. Results: Organizational Climate and Managers' 'Attitudes'
Amonq Userand Non-Users ditPart Time Employment

i ....

..._ ....... _ .11_ _
In thib section -Ehe lesplts,of the empirical aualysis of'organilatiOnal --,,,

,-.

,.climate and managers' are resented. 'The objectives are to describe
e climate and attitudes of usIrs of part time employment, and to discern '

noes between users and nron-users`. .

. . ., .:

Molajrganizationallkli.mate /,:- \ e .

t
. .\

-
,

.

. ,
Emplo,yers Who use part time employment are notelifferen4 from non-users

in their overall organizational climate.
. 4

.
. The mean score on the izetional cl4mate questions on the'Langdale in-

4,

struM

,

. . ett was near the midpoint of the scales for both users (mean. = .4.10:,

and non - users 41ban score = 4.2). The responses:fell int very narrow range
at the center ofthe scales (standatd deviation = .46 and .43 tOpectively)--

r ,

This result corresponds'toLangdale's own.i experience
.

that business. firms
in general occuPy...a fairly narrow range in the center of these scales. 'He ob-

i. twined disperSion by stratified sampling tO:irclude supposedly strongly classi-
cal (e&g.;,army:unit) and strongly human relations (e.g.,'private school) orga-

- lniiations. 'This sampling criterion is not appropriate for this research, and
theik-efOre the scales-,do not distinguish users from non-users. However, when
the scales'are'grouped:i,nto smaller and more rimogeneous grows reflecting ,.'

specific dimensions of clithete, some significant differences between users
1 .

*and'non4t4eis A.41.tMerge.
.

N' -

11

il
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Tradition and Change

Change-oriented managers with contemporary values encourage the use,ot

part time employment, even in stable; coaservative and traditional organiza-

tions.

Work unit-supervisors inuser comparlies'are more receptive to change,less

conservative,. and-less supportive_of traditional values (law, democracy, govern-

ment, and the family) than non-User supervisors.- They are less likely to punish'

harshly thOse who reject traditional value$.
The'Protestent ethic and a sense

,Of strict discipline also seem tct,he less.strong_amopg. user supervisors than

npn -users. They are less apt'to see people as "wasting time with sentimentality

'and idle thinking and not dealing wrth their problems
and'getting down to work .P

llp

These results are basedon the' "tradition" scales of the -organizational .

climate instrument. Taken as A group, they yielded a mean scale sfpee of-3.34

foz. work unit supervisors
'in user companies and a mean score...of 2:91 for their -

non-user counterparts. (See Table 29 for these results and Appendix..II,

tions 33-40, for the scales which comprise the tradifill dimension.)

In contrast, there is only a small and not significant difference,between

User and non-user organizations on this climate dimension. Slightly more than

half the users and slightly fewer- than half the non-users are change-Aien'ted

as opposed to stability oriented (}lased on the open -ended questions subjective -

as a tradition vs. anege dichotomy). This/finding is supported by

the objective responses of war lf unit supervisors to the question (from the mail -

questionnaire) which asked-"whether or not most people in your unit are basical-

fly cONervative, be.lieve strongly in traditicin, and are generally reluctant to

.- change." Here also users score higher-but not ignific ntly so.. Thus the use

of part time employment is apparentiy not the ive Of dynahic, pro=

gregsive, innovative industry leaders.
-. .

. 0 1 r.
Structure, $tyle, and Orientation

rf 1. 0
o

.

Employers who use pare,time employgent,have A more human relations climate
,

in ferms of organizatiOnal,structure,
managementyle-and orientation than

A
non-users. There a more Ciassical climate among Mon-users.

. -

..

The strongest reIatiopshipSibetween.any major organizationalt climate yelp.-

tafte and the usage of parlptims employment occurred for the 'structure dimension.

"Companies who use part timentriloprent are' more likely td, have organic opani-

zation structures
(69,,percent).than are. non-users (35 percent). This result

is bastd on supervisors'. responses to open-ended questions.
,

_
.- 4 . ,

USeri of part time employment are also somewhat more
likely than non-users

to have a management style which is-employee' entered rather than production-,

centered - -77 °percent of users and, S6 percent of non-useisAre judged employee-,

centered based on ssupervisqrs" open:-ended responses. rrtilarly users are some- ...- -.

what more huManistic,ih their orientation than materialistic. ,It should be 4

noted, howevet', for both the manageme t style Sid orientation dimensions, that

..

the majority of firms (inclUding non- ers) fall in the human relations sphere

and, noit the classical management sphere. This may reflect the human relations

or
.

.

.-

4.
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Table 2,9. Tradition vs. Change Dimension,4 Organiiational,Clim4te for

Users and Non-Users of Part Time Employment

$

(higher scores tridicate more change and less,traditibnar climate)

1.

Item,
User

1

(, Non -tiger

For Work Unit Supervisor

Aggregate tradition dimension of organizational ..

climate (Mean score-of 8 scales)
)

...

$3.34

0'
.

. Some'component questions:.

"I believe in traditional values (support

the law, democracy, government, the family).

and I am againt radicals,and communism."

(Score)

behave tRat, those who break the MN

- and go against,traditional values should

be ;harshly Ptinished." (Score)

"There are too many people wasting time with

sentimentality and'idle thinking and not
enough people dealing Wit') their problems

directly and'gettingdOwn to work.". (Score) 3.40
.

For Work Unit

Work unrt is change-orAnted

"Most people in 11-Lis work unit

cgnservative, 'believe strongly'

and arereluctant.ttd.change."

percerlt)

C
are basically,

tradition,
(Score)'

53'

2.91

1:93.

.99

3.70 3.40

a

Nbtes: The source is responses to the Langdale organizational climate

''Astriment by mail questionnaire from wdrk 'Unit supervisors in 30.userrand

.
X15 non -user companies (except fpr the We-st item which is obtained from

open-ended responses frompa personal "interview where n = 39*and 294e=

spectively) .

-OP

*mbers refer tg scales where strongly agree = 1 and'strongIy disagree = 7

alld!whose mid

biffe ences,betweery viers and non-users are not statistically significant

for the work unit but are significant a < .05 for thework unit super-

visor;

.14

79

V
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,-

bias in manage4ht theory and the, culture as a whole, as well s companies:'-'// *

.
.

tendencies to have intervieweAt talk to their most "-ogle orie ted" and most

cooperative supervisors. .

Ve .."
Ir.

,A mork human felations climate is also found ug users of part' time

employment more often than among n8ii -users based on the,objettive scales of .1

the mail qaeseionhaire. An aggregate of 10 seal= all 'relating especia'ly

--to.organizational s ture,and management style support'the hypothesit that

Users are signific tly more employee-centered, less controlling, less struc-
. ;

tured, and less. f8 I than non-users. These questions indicate that user*

are more'd.sclined"to-let emplqyees join -imand influence management.decisi.cas4

and have a sa' in who gets rewardi and punishments. 'user, ,sUpervisors also'
'

spend less time assigning work and making up schedUlesl, and provide more time

fOr employeesrto talk aboutfnon -job:related-matters.. ,Formal channels
of oom,

munication:and influence are less important and users have "fewer formal sources ,

of informatfon'suell is forms, counting devices, TV monitorsVand surveys. In.

general, management exerts less 8ontrol over tlie work, methods, behavior, and

goals of lowersIevel employees among users than non -users (see Talate 30 for

these results and ApAkdix II; questions2, 3, 5, 8; 9,'16, 18, and-42 for

the Sca s which'compriie the Structure and style dimensions of organizational

climate) .

.

Managers' Attitudes
:

,

-, ,Many managers have a negative view about permanent part timeemploymeAt,

but it ir based on obj eve 'technological and (to a 'lesser degree) econpmie

cOnsidera.tolions,,and not on prejuditie:either for or against the perepnalecharac-

texistics of part time workers (such ae their sex or rife style) ..

0 .,

Subjective analysis of employers' remarks about pa-ft time employment in
, .

thg personal in;erview indicates that most managers have'definitive views on

Part time emplOyment. What those views-are nds on usage. Three-quarters-

-. of user supervisors'were favcrdbly inclined t rd part time workets; three-

- quarters of non-use?s,had negative
feelings,overallillre Table 31) . ,

. -

,
. . ,

However; the difference between.Usersand non -ulers in their attitudes

' toward part time erpplOyment &seg. not
qrtht thibias as aganse character q .

motives of part ,time,people., For exaMple, an exploration of employers' per- .

ceptiOns of why people work part.tilme.showed'no significantdiffe'tence be-

tween users 'and bon-users. Only about 30,percent of each group: indicated

any personal reasons that appeared to them as'less than entirely valid eco -

nomic or scheduling requiremehts on the 'part 'of part time 'workers. ' .'

' *, ,

. , _
7'

ether evilence Previotisly reported in this study alielndicatesthere

little-subjective bias against'part tithe wotker4. Although non -users are mit

.
inclined than 'users to:believe that part time employment is unsuited,tosome.

jobs (73,pevent vs-! 41 percent), the .kiids of jobs and, reasons give are simi-

lar ankzelatpd to ,work technOlbgy,'not to personal characteristics of part ,...

(time workers. 'Employdrs do not believe that part time %porkers are less re-

sponsible

/

,

sponsible or unable to handle important job s. ,

.'
.

.5 ..' 1, ..

.
.

5
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1.
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.

.

Tebit 3O. .Structure, style, and Orientation) Dimensions of'Organizational
. ,

.

-,4
Climate for Users and Non-users of Part Time Employment 1

I

(Hiker scores-indicate a more huMan 'relations and a. less classical manage-

'. .menclimater
,_ '.

;v-
.

Item
User 'Npn-rUSr

A. Subjectively rated dichotomies from open-'

ended questions,

f t

A

- Crganizational structure is organic (percent) 69 35

, ., l' '
.

.

4
'Management philosophy is employee-centered

(percent) p.
\ 77 . 56' : .

Orientation is humanistic -(percent) 79 581"

°B. Objective scales from mail questionnaire

Aggregate structure-style dimensiOn of orsaniza-

tional climate (MPan score of 10 scales)

Some comfponent queStics:

How often supervisors allow employees to foin'ip

and influence their decisionS (Scare)

.

3.90 3.55 .

k

4.43' 3.87

How much time supervisors spend assigning work,

Making up schedules, setting Work goals, and ,

watching employees wdrk"c(S6ore). 3.10'

Whether SUpervior% ol employees determine

rewards, penalties (Score) , . q 2.66

!

.

IP

4 How often
,

employees can lk about things other *

than the jobs they are da ng. (Score) . ' ' 5.3.7

4, LP. 4* P

Us4 af'fo Channelsi0f ommuQlcations (memos;

) not., going over boss's hiad) "(Score) : 3.53

. , 0 . ,

3.87Use'of formal channels of innuenc (Scbie)

A

Use of'extra sources of information (counters,

TV manitars, surveys) (Scope)
41.,

. 1 Control thjit supervisors vizi top management have , 'I

over Work methods, behavior, an3 goals of
. .

'di

employees) IStbrei 3.60- 2.93'i, ,

0.

\ s

2.67

2.40

3.53 4

5.47, 5.07

A

/

,

Number of forms wh
selected\from a ;At'

4*

circulate {median number .

f 29) ,0 e 14 ,.18

.81

.
.



Notes: Sample'size is n = 39 for users a nd n = 29 for non-users for

'Panel A, and,10 for biers and 15 for non-users for Panel B. -, .

Scales have stokes ranging from .1 (most .classical) 'to 8 (most human relations

oriented); midpoint is,4.5. 4'

The difference between users and non-users on the aggreigate Structure -Style.

dimension is statistically significant at a < .15. Individual queStions show

less significance.

'In Addition, the explanations for.unfavorabl

part time workers are not generally cast in terms

aCterioties. , For productivity, turnover, and abs

favorable outcomes', there were few pej6rative e

workers are.uncommitted on -have ether ,interests)

positive personal explanatiOns (they are stable,

economic outcomes* for
of undesirable personal char -"
ntpism, wIen there were un-
anations (e.g., part time
there were justtas many
ture, responsible - see

Chapter III). Attitudes of supervisors toward the loyalty .of ,part time workers ,

" and their ability .to relate to co- workers are not significantly different Among )

users than among non-users. Thus there is no et)idence that the use of part

time employment is constrained in a major way by negative attitudes toward them.
2.

Table 31. Supervisors' Attitudes4toward°Part Time Employees
OF

Attitude User Non-User

(percent4of reszonses)

Positive

r

Neg ative

4
.75

24

-26

7;4

1

h

Source: Subjectively rated dichotomies from open-ended questions.

Notes: Sample sizeis n=39 for user:-6:4:1=n9.for nbn-users.

.

4

/ . f. ,
,, .

As - - : ,
The difference between users and non-users i 's statistitally sill41.Xi- -

. ,

cant at ,a < .01.
,.

. ..
.. ,

., '
..°

.
:i.

Qualifications and Ambiguitiese
fr.

i , ...

.

.

,
.

.

, The foregoing.results must remaintsomewhat pioviSional and tentative be-. .

',1 cause further analysis of organizational climate and management attitudes sug-

gests some qualifying complexities,,. .,
,

.

(
,

.
,

.
/

-

.

,

- LOcation of Control. Altholigimploy?rs who use part time employment

. have lemOre informal crganizatioral, cliThate an,: a more.employeeraintered,man-

aqemerit style thho non-users, supervision and icontrql.whiphs ef4rclsed may
i

. - I

'

. .
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.,

occur at a highe r level in the organization. For example, oversight of em-

ployees' performance (arid the use of such information) may occur at higher .

, supervisory levels. The 'mean scale score for users in question 26 (whether

topManagement, middle level supervisors, or lower level emplo es watch out

for quantity and quality of- employees' work) is 4.28 for users d 4.73 for

non-users, with a < '.10. For question 28 (at which level this in ormation

'

is used) the mean scale score is 3.40 for users and 3.87 for non-users with . I

a < .25. The lower scores for users indicate Supervision at'a higher level.
"Since jobsin user ,companies are more specialized than in' non -user companies
(Mean scale -score is 4.90 for users and 5.80 for non - users, with a < .10, and

where lower scores indicate more Specialization), there may be more vertical

communication to higher levels for, purposes of evaluating job. performance.

unionization. While supervisors in,uger companies appear to be. less for-
mal,.less controlling of their workers, and more participative than supervisors'
in non -user companies (see Table 30)' it is simultaneously true that'workers
themselves in user companies do not in return have more control over their,
supervisors and their work methods (who is to do what work and how to do it)

than workers in non-user comparOs. That is, there is"hoth less,control down-
ward from 'supervisors to workers and less control upward from workers to supec:
visors in user as opposed to non-user companies--there'is less total quantity v
of control in the enterprise. ilP0

The reason for this phen8menon appears to bethe Much'greater frequency

of labor unions among nonusers than among users. Irc, the firms studied, nearly "'

half the non-user-Work units were unionized, butnone:of the users had unions

e work units where there were part -tina-warkers. Thus lower level work-

non-user .cOmpanies have some measure of colftrol over their supervisors

wand over their ork'methods because of their union frepreswitation, which user

companies' workers lack. For example, the mean scd!leon question 19 (the amount

of contrail that lower level employees have over the work methods and"behaVior

of tkleir supervisor),snchas through labor union* and proper channels) is

2.93 for users and 3.80 foi.non-users, with a < :01, and where higher scores

indicate more control. Mee also question 22, for which mean scale sgorys are

'3.03 for us s and.3.60 for hon=users, with a < suggesting workers

non-user con ies have, more power over their co-workers than workers in user

companies.) Thus the finding of a' more hilman relations organizational climate

users of part time employment is sustained, acid the relative lack of .

orke influence'in an'upward direction is explained by the disproportionate .1

presence of labor unions among non7users.

' Feedback, Although users tend to 'be less formal And controlling than non-

users, the effect of this on the amount and/or direction, of feedback appears to

be insignif4ant.,,For example, the amount of communication workersgive to
their supervisors vs, the amount' of commuritcation supexVisoma.give to workers
(question 10), yields mean scale scores for user's and for non-users wh1Ch scarce-

ly differ' (3.43 ;Is..3:53, respectively) . There is a similar lack 'of difference

between users and nonlusers in terms of the degree to which.employdis seek to
inflt*nce,and/or communicie either up or down the hierarthy (questions 24 And

11)-
.

Open4essAnd View of 1uman
in user companies are less open
ales optimistiC view of human
They are ,more

-.

Natur'. Contrary to, eCtations, eupeAlisors
and-snaring with lower level employees, and have
nature than supervisors in non-user coMpanies.

likely to keep what they know to themselves i!-Id not answer allj

83
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1

questions that are unrelated to jobs (question 11, which has mean scale scores

of 4.33 for users.and 5.27 for nbn- users, with a < .10).- They are more likely

to believe human nature is directed by self-interest irf a hostile world (ques-

'.0.on 39, with mean scale scores of 3.37 and 4.27 for users and non-users,-re-.

spectively, and a < .10). These results appear inconsistent with the previous

finding that users of part time employment have a more empioyeercentered manage-

ment philosophy. However, it may be that. supervisors who are less traditional

thah their organizations (and who are thus somewhat out of phase with their,

environments)` feel some uklcertainty and pressure and therefore act cautiously

in the interpersonal aspects of their manageqpnt.

D. ky of 'Findings
,

Organizational climate has an effect on the-use of part time employment.,

But it is not a strong or a universal effect. Managers who use part time em-

ployment are somewhat less traditional and more- change - oriented than managers

who do notuse it. Tleir organizations are somewhat less formal and control-

ling in their structure, and somewhat more employee- centered, and participative.

' :in their management style. But users of part time employment are not monolithi-

cally more human relations orientedAor are non-users thoroughly more classical

in their organizational climate. Part time employment requires clear managerial

inputs; it is not grou-managed by autonomous work units. Employers' exhibit

clea'r positive or negative attitudes' toward part time workers, but they are ob-

jectively based on work technology and worker, scheduling considerations. Nega-

tive prejudice against part time workers is small and does not constrain the
4

use of part time employment.

IL

Ir
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CHAPTER VI. CONCLUSIONS

Part time employment:is surprisingly commons and it is growing. More than

20 percent of all people who work are,employed 'Part time. It is especially

freqUent among women, the young,'and the old. Advocacy groups are,pfessing
far more part time job opportunities, especially permanent part time jobs;
claiming social benefits as well as advantagOs for employers. But employers
themselves are little co4cernedi not much is known about their experiences:

. The objectives of this exploratorS, stay, are to 1) learn why' some employers

use permanent part time employment and why others do not, 2) suggest what the

benefits and costs of part time employment are,'and 3) describe which work set-

tings axe well-suited to part time employment and whith, if,any,fare not.

Original data were obtained from personal interviews and mail questionnaires'
from employment experts and work unit supervisors in 68 private sector corpora7
tions (39 1USers and 29 non-users of permanent part time employment4, mainly in

the manufacturing, finance and insurance industries. Occupdtions of workers

studied were mainly clerical, operatives,,and laborers. The findings may thus

.not be representative of all part *e'ertiployment.

A. The Findings.in Brief
oft

Economic Benefits'and Costs

The economic outcomes of permanent part time employment are not central-to

'employers' decisions to use it or not to use it. Fewfremployers mention direct

benefits or costs,aS primary reasons for their decisions.' Many non -users expect

part time employment to have some economic advantages but do fiot use it and' .

some users report extra costs for pant: time employment but use it nevertheless.

3ut in many cases, the economic :outcomes for part time employment are abot the.-
same as those experienced with full time workers. Even when there are differe7nceS,'

they are often rated by employers as unimportant to their d= o to use w not
114_

,

to use part time employment.- This means.that e6-4-omic;-b e
,

not strong

incentives to use part time employm nt; nar are ec Fong cgnstraints

against, its use. .

Itik
On balance, the economic lienefits of part

economic costs. However, what is a benefit to

d ding on other factors in the work situatio

° e alize. Nevertheleie, the most frequent econo
ment as it islcurrently used are r4duced overtim
productivity, reduced absenteeism, and lower wag
most figKopenE cost of part time employment is ,s

-keeping:costs are also mentioned occasionally

igh the, ,

t t another,
icult to"gen.; .

it, Erparttime employ, -

higher
and fringe beneL4...costs. The

rvision. Additional,reCord-
ome.expe;iences with part

time employment are betteras often as they are wors4,clompared.to full time

employment. Examples of these are recruiting and turnover.

'

..4

The expectitions of employers wno do not use part time workers ar' somewhat
mare negative than users' exkerlrnr.e-, =Jn,! thy/ tend to be somewhat m6re,impor

tant to their riecisior,-,. 'However, t 11_7 5-ictors Jr 'Which users and non-users

registered Strong disl4reement wYr. 17ktiVit'i Ar;:!' aBsen:,.-eeism. ..Von-users

expect these to te'important costs of ?Pnrt4time emploiment, while users report

,theM'to be betfits. It-ls not 'clear whether these differingviews are due to
t

..._

. ,
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-' -rs' Visirierceptlonsoittp diffr2runris n work situatiohs or labor market

_..co-ions which would indeed'yield different outcomes'if part time employment

were used. ,von -users alsoexpect'important higher costs of.retruiting, train-

ing,'and recordkeeping for' part time worlSers.

Industry and Occupation, Although part time employment, is mare common in
4

some industries than others, this does not appear to be caused by different

_economic outcomes in these industries. Foreximple, the benefits and costs re-

ported in the finance and insurance industries (which use many past time work-

ers) were not different ffom those 'reported in the manufacturing industry (a

low 4ser of part time workers) . .

k

However,*.he benefits and costs of part time employment may be differentjn

some/occupations than others. Par; time clerical jobs may be associated with

i lower turnover and ipsenteeism, less recordkeeping, and better equimapt utili-

zation, while part Eime production jobs may be associatedNwith bette worker

loyalty,.lower wage costs, and greater fringe benefit savings. Neither job_

category gives better economic outcomes overall.

, -,

a ' *

Labor Supply. Good experiences with'part time employment may sometimes

result from an excess supply of people available for part time work rather than
ences

" erorn any intrinsic advantageof part time scheduling. 'ThisNis true for produc-
-

1

;ivity, turnover, and absenteeisM: If part time.workers are abundantAmthey are

motivated tp protect their jobs by doing good work, and employers can be"selec-,
.

tive and choose only superbly qualified workers. ,

6
.. .

Labor-Unions. Part time employment is seldom found irl unionize work units.

,This stems not so much from union policies against part time employm nt as it

does from contract:provisions designed t9 protect full time workers. 4or exam-

ple,.manycollective bargaitng agreements require a full day's pay if a worker

I is called in for any' ilart of 9e day, or they require all fringe benefits to

be paid to all workers. Eitheir provision raises the cost of part time employ-

/ tent._ 0.
. .

Employers', Perceptions of Part Time Workers

With few exceptions, employers (both users and non-users) do not have pe-

jorativelviews about why people work part time. They believe-in the serious-

ness Of purpose of part tine, workers, acknowledging their need to schedule work

around another major responsibility (suchas school or children) and earn an in-

come; they do not ,think in terms of part time people working just as a'diversion,

to avoid an honest'day's work, or to earn Oin money. Few managers refer to

either positive` characteristics of parttime workers, such as maturity and sta-

bility,or<to negative characteristics, such as.lack of_commitment. And con-
-

trary to popular beliefs, neither are inportant issues.

.
.

, . .

Yet many-employe'is do see part time workers as different from,full time

eiPloyees. They are perceived to be outside normal career ladders and not in-_

terested in, or in some cases eligible for, advancement or promotion.
,

According to employers, the -naj,,r life role which some part time workers

have outside their .job, such as.being 6 housewife or a studlig, may affect only

86
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a few work performance outcomes and are of little importance to employers. -

'Housewives may have lower turnover and absenteeism and .better loyalty thar

student" for example._

Work Technology
t

The nature-of the employer's business strongly affects the usage of part *

time employment. The most common reason offered by employers Sor using-part

time workers is to fit the work force to the 'size of the work load. Almos.tall

users.have,a special production scheduling problem which prompts the use of part, .

e. time employment. Without this scheduling problem, Part time .employment seldom

occurs. In addition, the nature of the job affects'the-usage &f part time em-

ployment, Some job technologies favor it and Some discourage it.
\,"

There are two work technologies which are clear incentives.tio us patt

time employment: discrete job tasks and.cycl4cal demand fot products-or services.

Both these work technologies are usually found where there is part fiml employ-

ment, but found significantly less often among otherwise similar fedi time jobs-.

Both may be associated with better economic oUtcomes such as increased produc--

tivity and reduced overtime, botil of which are important to employers. In ad-

dition, a non-standard size of work load is found significantly more often

when there is'part time rather than full time employment, although it 'occurs

in fewer than half the user work units.

{There are also,two work technologies which are clear constraints against

the use of part tire employment: continuous process operations and supervi-,

sory responsibility in jobs. These work technologies like found siqni-ficantly

less often in part time jobs than in comparable f41 time jobs. ProduCtivity

and other economic outcomes may 1 worse in donti uousprocess part time, jobs. .

(Therefore the net economic outcome of part time mploytent, while not large on

the average, maybe -quite sizable for certain wor 'technologies.) Nevertteless,

continuous process operations do not exclude part time employment. Altogether,`

over half of.all users had his work technology. !

41

Some other work technologies are approp*iate for pert time employment-but

are not central to the e'xpfanation' of its use. .For e*nple, routine and repeti--.

tive, work characterizes molt part timt job$r btt is ji4st.as often found in com-.

, ..,, .., , .,

arable fill Lame jvids to& likk .., .......,,,..-1,... ,,,,,,...-....- m...- -2--., I& -igpk i. ,, 1%00, -4., - -}4.

- 0, Jr .0. - .- ,,--

SoUe work technologies for which part time employment has been thought un-

suited are not constraints' in fact. Jobs requiring tsamwork, .extensiye suer-
... ,

visory support, or problem solving are done by part time Workers about asfoften

as full time workers, amounting to half to:three-quarters of all thepart time

Alli
I

jobs studied.

Work technology explains why managers and tupervisorsare-seldom employed

i

.

on a part tme basis. Their jobs require continuity and continuous availability,
.

4 and they entail supervisory retponsibility. Managerial job§ axe usually filled
a

.* It.110.4iR4PM4iOnf-rapt within, land extensive training is p.roVi.cled., On all_tbegi s. --

- 7.
compitr',- employers deem pert time employment to be lest satisfactory than full

.

timer *mpllOpont..;" -

.,_ .

---

V
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Organizat46dIl Climate

4

Organizational structure, management style, and managers' attitudes akre

s
secondary factors in explaining the use of part tice employment.' There a3r4

some differencet,between usersimendnon-users in thesedimensiont of organiza-

tsional climate: .But there is no molar climate difference between them. That

is part time employment is not more likely among human relations climates

than among classtbal management climates. 1

. -
. 40

Employers'who-usepar%time workers1have a,relatively organic organiza-

Iionalstructure which is more informal'and_less controlling than that of non-

users; they'are more employee-Centered and participative; their work unit su -

? pervisors ar more 'change-oriented and less' traditional in their ,values; and

they have ClAarly positive 9.,ttitudes :toward part time employment. Non-users

are relatively more mechaniSildall structured and more production- centered,

4lltUeir.supervisors are more tradit a1 in values; and thei,have,negltive atti-

Nudes toward part timeemployment. t.

.

Contrary to some expectations,

nozate and dynamic thae-non-users.

sion.more highly placed, and,their s

There'ar)i no differences between n
are of their worke*s.

user companies as
They Vie more ce

upervisors are les

rs and non-users i

B. The ,Decision P4ocess

a whole are not more in-

ntralized, with supervi-

s open and trusting. -

n how exeloitive_they. _

The deCision to
use'permanent.part-time employment is a ,two--stagevrocessiiii,

First,,thelconsideration of part time employment ala staffing possibility is

prompted almost eXclusively by a scheduling probi. -by a cyclical demand-for

.the outputiof the work unit) by extended' hours ef operation, or by a non-standard

size of'work load. In all of thesd'oases, part time 'employment pe'rmi:ts managers

to be fit the labor:inbutto the size of the 'Work load.

:Seconde,an adductiie decision process comes, into play - -a problem- centered

sca. n for factors which might block their use of part time eMployient or make, .

its implementation easier.' The factors foe which. they scan are work technolovv

labor market conditions, trade unidb infldegEe, and sojne aspectt'of organize onal

climate. A constraintn any of these area educes the 'chances Of adopting part

:time_emi4oyment,.although
incentives in other areas Might offset the constral.nt,

or the.schedulingsprOblem may be serious'enough to 'oyercome the constraint: (see

Chart10).

The eoonomic benefits and casts of part .time emplOyment'are usually Mot cen-

tral to,thiliPdecisiOn process,
a1t23o4gh-they are Of course likely to be favorable

.when there is .a scheduling
proLlpm-an4 there are. few bor no constrhints against

the implementation of part time employthent.
41.

.

..-

,

,.

.
-..

,_The quantitative evidence thitt- part time 'employment is'an.addtictive, problew.

solving-response to a scheduling difficulty is strong., Among the users Of4perMa-

mint part time employment in this study, 95 percent had a scheduling problem.ir,, -r"

In gonekast only 35 percent of the non -users had stich a problem.. Thus the ...-"7

88
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S THERE A SiliEDLUNC PROBLEM? e.

- cyclical demand
- extended hours of operation

onetandard site cif work be

Part ttme employment is usually hot considered aAd not used

YES *Permanent part time employment is a probable solutiop.
Can it be implemented? Scan these factor*:

continuous process operation.
constraints/ <

supervisory rponsallty
Technol

ncentive - discrete tasks

constraints

Incentives

few people went part time works
moonlight`era_

lirge supply Of part time people,
especially holitewives and students

constraint - work unit is unionized

co t int - cliSuste IS formally s
controlling, and trad

ectured,
tonal

ve - climate is informal, unoontrolling,
employee-centered, receptive to change

f there are no constraints, part timeffemployeent is likely to be used, and
economic experiences will be favorableon balance

If there are constraints, especially a Unionized work unit and/or negative
10 technologies, part time employment mew not be.used. Out in the absence
of a unionized work unit, constraining job technologies can be overcome by
offsetting favorable job technologies andlor favorable labor market condi-
tions, leading to mixed economic outcomes.

Chart MX The Decision Process to Unit or Not to Isle Permanent Part Time Employment



on , nro ^1 o: very clo.,ely relatud to lo:hedultn4 prob-
r a,11 of part t:T1, workr': arc 11qt1nqui:ihed on that

1h it !,11111q reti-m i 1 t!l ttitirwr f)r the part ties. eM-

ptoyr,nt Alc.,-rlt,m. what 1 the role of the other detrrtminaht5 of uhaq in tho
aAductrve 14)-makIng irodol? For e.--aMple, why do a few employers who do
have a scheduling problem fail to use part time employment? One explanation.
since permanent part time employment is not in the mainstream of staffing op-
tions. is that it May simply be overlooked as a possible solution to the firm's
problem. Not all managers will think of all options. But there is evidence
.sthat tSs ae of part time employment is blocked in the manager's mind by other
infleeetial fattor4 by a unionized work urstsor by several ill-suited work to .-

nologies and unfavorable labor market conditions. Three-quarters of the cases
in which there is no use of part time employment despite a scheduling problem
can be explained in this way.

Conversely. those work units which use part-time workers--almost all of
whom have a scheduling problem--usually have few other constraints agalnet that
use. None in this study had a unionized work unit, and 40 percent of the users
had no unfavorable work technologies. If there is an unfavorable work 1.=chnolo-
gy, there is also a favorable work technology or a good labor supply for part
time people in two-thirds or the cases.

Thus it seems that some constraints asainst the use of permanent part time
ss.ssforkers can be overcome. Sometimes they are Overcome because the adverse effects

Ofs-000se constraints pale against the near-necessity to use pert time employment
to aoiie _a scheduling problem. Sometimes a balancing of constraints ,with in-
centives-tip* the scales, e.g., an abundant supply of good part time workers
can east the implementation of part time employment despite jobs that require
supervisory responsibility. In these cases. there will be some bad experiences
with part time workers -- :some economic costs as. well as some economic benefits:,!
And in fact it is just this picture of mixed economic outcomes that is usually
observer.

This decision pry Ids also explains why permanent pant time employment is
not generally seen as a alternative to or for full time employment, and
it explains why it is n institutionalized isrisszegular employment policy option.
Part time employment is en as a special purpose-Staffing method to solve par-
ticular kinds of schedu ng problemm.

Deficiencies in man gement systems also play a role in limitirerthe expan-
sion of part time emplo nt. There appear to be some appropriate eilige situa-
tions which are not take up because feedback mechanisms within the organization
ars ,imperfect. Measurement and reporting of economic outcomes tor part time
compared to f411 time workers is seldom done. Since rork unit supervisors in
companiis which use pert time employment are sometimes less positive about its
economic outcomes than higher- level employment experts, there is no pressure
from below which encourages part time employment. At the same time, employment
experts in non-using companies clo"not share the same positive feelings about
part time employment as their counterparts in user ceassanies, so there is little
initiative from the top to newly adopt it.

Perhaps most important, part time employment is stereotyped in certain nar
uses* Manage ts do not abstract from those uses the underlying factors
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ticvt±rnanq whl-h ,-oul,t he at plied to othor as,i f.ir;nq tho qame factors
--they do not have a conceptual mo-tel of p)rt time employment applications, sod
to complete analytical tram work for makinq systematic part time employment
decisions. The decision process is not always totally conscious Jr comprehensive.

C. Policy Recommlndatione

Given the large number orpeople who desire permanent part time employment
and the potential social benefits to be'gained from it, the central issue facing
policy makers is whether there ark` any problems associated with increased usage
Of it from the employer's perspective. Would the increased use of permanent
part time employment impose costs and burdens on employers? Would it be incom-
patible with existing production or administrative systems, either in general or
in certain situations? Second, if pOlicies to increase the use of permanent
part time employment are desired, ho* should they be formulated? What kinds of
policies are most likely to succeed ie increasing the-number of part time jobs
and gain the support of the most people!

The answers to these questions are not cleercut. While based on empirical
evidence from employers, they remain somewhat speculative. Because this study
is only exploratory, and because many experiences of employers are situation-
specific, generalisations are risky.

Nevertheless, the following recommendations are tentatively offered:

1. Almost any job can be successfully scheduled on a part time basis. Thera
are no absolute technological barriers or major economic costs of part
time employment,. except those which may be caused by collective bargain-
ing agreements. Difficulties and minor costs that are incurred are
usually small and relatively easy to manage, or they are outweighed
by concurrent economic advantages. Although there axe some job tech-
nology reasons wIlefew managers are employed part time, r-e can be
overcome and there are numerous examples at this.

2. It is not likely that many additional permanent part timeljobs will be
path aveilable,without some outside incentive'for employers.
The major incentive to use part time employment currently is
scheduling probleme: these are not universal tip.uall employers. There
are few if any other strong incentives whict) an be documented. There
may, however, be some stimulus to part time job"offerings through in-
creased awareness of the advantages of part time scheduling in such
work setting*. The question which remains is: Now many work units
axe there with scheduling problems where part time employment is not
currently used?

It is not Likely that communicating the specific economic benefits to
be gained by employers from using part time workers will act as much
incentive for them to expand thlir part time job offerings. The eco-
nomic benefits of part time employment are neither large nor persuasive
in determieing its use. F -'r the most. part, non-users are not ignorant
of thee. However, to the extent economic benefits of part time
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productivity arv! ahhi:ntofisM will be
the most !,uct-ustul tn encouraging new adoptions. In the outcomes,
non-users have apparently the mistaken perceptions that they are
Costl.

Policies tcr across- the -board provision of part time employment in
all jobs at all levels are not likely to be successful. Some work
settings are less suitable for part time employment than others.
The implementation of part time employment is difficult and costly
in certain job technologies, organizational structures, management
styles, and value systems. The apparent added complexity of part
time scheduling will not be easily accommodated in organizations
which do not, currently schedule workers at all (i.e., everyone 4vorks
a straight 9 to 5 day).

5. Many permanent part time jobs could be made available by employers
if there were new incentives for them to do so. If new government
policies were among these incentives, there would not be strong re-,
sistance registered by employers as long as they retained considera-
ble flexibility in implemencing such policies. Employers who do not
currently use part time emplagment usually have no strong prejudice,
against it. In many cases they do have information about it and do
not suffer from misperceptions, and they do not foresee impossible
cost barriers.

Management decision-making on permanent part time employment could
be improved, by providing an analytical framework- -which sets of vari-
ables are relevant and how to analyze them. In particular, techniques
for identifying work settings in which part time employment is advanta-
geous could be developed. The. relationships among work technology,
labor market conditions, .and organizational climate could be better
analyzed.

7. More widespread use of permanent part time employment will require
cooperative efforts between employers and labor unions. Labor unions
are often a barrier to the use of part time employment currently.
Obtaining union support for part time employment will require safe-
guards for the well-being of full time workers.



1. What is your job title?

APPENDIX I

Facsimiles of Questionnaires1

PERSONAL INTERVIEW
WORK UNIT SUPERVISOR'

USER3

What is the name of the work unit your supervise?

What are the main products, service, or activitiee-of this unit?

O Sowmexrpeopie are on the payr 11 of'this unit?

total' . men . women

When you talk about part time employment, What are you referring to?

. How many of the employees in this unit are part time?

--7. In which jobs are part time workers used? How many are tiler* in each job?
//:/.

4Bow Many hours per week,do,they work?

duties

do you think your part time people work part time?

hours

is the other major role of your part time workers outside this job?

hOusemife handicapped retired

student . moonlighter other

=What are the major reasons you use part time employment?

any job in this unit you would be particularly reluctant to

a part time basis?
no

job? 101

.



Based your experienee,witai*Aft
al, or worse (b",e,,w)' A4ars-.0171

:s. PleAse_eAelatn wtilf If
,nt to, your. use of\

'4/4;44=wo!!?

tTrg

oductivity....

over
1-Absekeelsm
,Prothatability

Loyalty
-fiilationshipS

Availability
Recruiting
Sraining
Recard keeping
Wage costs
lorinOe benefits
Supervisiogit

Overtime
Mquitment

tie employees, please rate them as better
time workers in similar jobs on the following
there is a difference in outcomes, is it
-employment (yes or no)? Do you measure the

b, e" or

N.

ti

J

Important? Measures?. =amp.. -

any of the following technologies apply to your work-imit (yes or no)?

-me are they-importsnt to your use of part time employment (yes or no)?

-Unit TechnoiQgii

,

Complex scheduling
Mite/vied hciurs of_operation

Cycliceidemanat
Mon-stlaisize oforklicied
Speciel priolects s

High degree Of change'

Do any of the following job task

wbizb is

30hTeerrtstinolo9y

Wife is *portant
Sigh level'of stress
Mighplevel of uncertainty--
Routine and repetitive

.11..obles solving

Supervisory responsiblity
Policy responsibility
Continuous process operation
Discrete tasks
Utensive internal communication
Extensive externAl communication

required
sory support required

TOSMSOrk

Applies? Important?

r

technologies describe the part time
(select from question 7).

Describe job?

10,



iz

15. Are any of the following external fokces or internal pressures heavily felt

in this work unit (yes or no)?

External Force or Internal Pressure

Labor union influence
Equal employment opportunity pressure
Comoomktr,customer pressures

business cycles

Indio Ual managers' attitude
ints' attitudes about-part time

Applies? Important?

What'uguld you say is the managerial philosophy of Plis unit? (How is it

different,from that in the rest of the organization?) What are the central

paisaiiis or belieft that guide your own managerial decisions?

Bow would you say this unit sees itself as compared to others in this company

-(Or in your industry)? What is its self-image?

18. If you look'inside to your interval environment he how would you describe

tbe.climate or atmosphere in. this unit? (Attitude style, tons, feslingoetc.)

19. Interviewer observations:

a) interviewee's eel," sale female;

b) interviewees age' 30 or less 30-0 over 50

42be questions asked are those reproduced here. Explanatory material, definition.

And prObse to assist the interviewer in the personal interview and to assist the inter.

viemee in the mail itiestionnaire are deleted, extra space for recording alswers and

-comments have been feted, and provision for interviewee's'code number, interviewee's

sale, and date have been deleted.
.44

271he questionnaire for the personal interview for the employment expert is the

same as that for the work unit supervisor, except job task technologyAuestions are

3Questionniires for non-users are the same as for users except that questions 9,61

7 and 9 are deleted, expectations Are substituted for experiences in questimn 12, and

questions 10 and 14 are approkriately modified.

,95
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MAIL QUESTIONNAIRE
WORK UNIT SUPERVISOR4

USERS

L. We would like to got some information about (job title;
to be filled in by interviewer before leaving questionnaire).

. How mailiemployees are in this job category?
total women

The following are three statements describing various kinds of technologies.
Would you please indicate which one comas closest to describing this job?

long_linked. This is a typical mass productiOn assembly type operation
where part A has to be finished before part ID can begin and part 2 has
to be finished before part C can begin.

4.0101111.1.-

mediating. This represents jobs which have as their primary functions,
the . linking of clients, company members or customers who wish to be in

such as the work of a telephone operator ow an employment
agent. It also includes other jobs which require fairly standardised
operations with multiple client or customers distributed in time and
space such as the jobs of sales people or tellers in a bank.

intensive. This sort of technology requires that a variety of techniques
be drawn on to achieve a change in some object; but the selection, oos
bination, and order of application is determined by feedback from the
object itself. ,It is a complex, problem-solving technology. The4abs
of moat professionals, policy level managers, high technology sales
people and some kinds of construction workers demonstrate this find of
technology.

Do supervisors need to be directly informed by or watch even the best employees
perform this job in order for the work to be carried out and run weoothly?des"""

beibtl.:117improl"blebthleisj7
without guidance or direction from their immediate supervisor?

carry their

Could a capable worker in this job category couplets his
relying on a co-worker to help him in the actual

Deeded materials, remove completed work, etc.?
ible _Improbable posiable

task successfully
task, supply him

with IMO.

Omni a given i;eisk is assigned to an individual worker in
is be the only one who works on that task from beginning to end?

no

DOON the nature of the task itself require that employees in this job category
ems eats with others in order to complete their assignment?

amok never infreqUiitly frequently almost)eontinually

nature at most taski being performed by worlers in this pategory, can
down into clear prpce4ural stepti that become routine?

somewhat easily * somewhat difficult =impossible
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fel
earl*

n is the avnrage person in this job category auked t.) solve problAms
a definite, clear-cut answer or at least 0.66r alethods of working

out *0 answer?
mlmost continually frequently almost never ,

Nee the work iituation itself separate or isolate workers in this category
geographically or in terms of spats so that their communication or intoradtim
is lima

0

Questions ere part et en lestrumeat used is doscritv organisational citrate.

tark which best describe* your work unit on tech scale below.

oriel relationship between supervises, and the employees they are is chaw et.

ite Suporvisers
,t a,rvat and sometimes trtcWiy.
:salines. bus*" mot usms11), $1,

was their teetisq..

to

Sups 3
with env),

OxPfes4

traly Supervisois are very
end y friendly with o^rloy-

ton anJ always vs-
press choir to:Aims*.

espervieere allow their employees to influonto the rararvitere Arcisime.

Super,
is alley employees to lain

in asid Ligaments their

deelsiono.

Oupory Suporviso

allow tepLoyses to allow their oppLoynee to

pain is and influence join in and Lenience

their &clown*. their decision*.

el Um that supervisors speed traipsing work end making op schedules, sitting op

geol.. 404 welshing the quantity mid 4Mclitr of cRillcrece vim.

I_ r 1 I
I. ...........L.,,,,......

trost Smpervisoss sometimes supervisors regwently Supervisors oiliest

things, do these things. do these things. alweys de these things.

work while so the )010

Average Scores
06*1 0611-edist

4.97 1.27

4.41

3.10

3.61

966 Mrs y sr summer, prom* Mostly ease they en- Almoot completely

tiime, Mad she they will joy the people they work becuae they eloy

ass lose their pens. bet with and epress themselves the pool, they lack

sonsOlit. Meese* they es- at work, but somewhat for with and hocauss

joy the gesyla they work tansy, pr000tiona, and so-- they eon soma

lath ad tea worm they won't loom their jobs. themselves at work.

thmosolimo.

la which rogemde or peselties are given out to 110021014s for twat we*.

to by rill mar/Wore, but
Ooplayots bawls a little

sootrol and for porselttos

are weed.

Lop ce haws a soy
.who oats rewords and
there is almost no use
of posaltios.

bytes as such
or more say than savor
visors in who gets
rewarded cad there is

n o see of penalties.

AMOS 00106614106 boi..1ta employees, work groups, or departments in order to sot

town yonsItios.

These is
60Prinlie.

C661 67,64 of empielese hove for the swirmes of year

almost

.06

LS?

2.67.

4.07

2.40

3.20,
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Appendix II. Part Time Employment Legislation: Current Status

All of the part time employment legislation introduced in the 94th Congress
(1974-1976) is -scheduled for reintroduction early in the 95th Congress session.
Representative Yvonne Burke's "Part-Time Career Opportunity Act" (H.R. 1627) was
introduced with two changes, both of which are are more advantageous to part
time workers: 1) part time workers may compete with full time workers for promo-
tion) and 2) retireeent benefit credit will be accrued on a calendar basis rather
than hours of work perform id basis.

A

The same bill w in used in the Senate (S. 1738) by Gaylord Nelson and
An-sponsored by &meteor Sir Bayh. Representative Barber Conable planet to re-
introdno his "erivataBecto Part Time Employment Act" (H.R. 12414 in the 94th3

AMMOUS) in the first xesbl of the new Congress as a remedy for structural
umeeployment. The bill, is p gently under study by the Congressional Budget
Office as a fresh approach to 'eb legislation.

A bill to provide pert ti employment opportunities for older workers
under a full employment and hal need growth policy has been introduced as H.R.
3072 by Map. Henry Neuman of California.

One new bill will focus inerectly on part time employment: Senators Hum-
phrey and Javits plan to introduce the "Comprehensive Youth and Employment Act
of 1977" on January 11, 1977. One\of four parts funds a Work Experience for
la-School Youth Program designed to promote cooperation between private indus-
try and local school systems in developing paid part time jobs for full time
students Which are related to their courses of study. The school's counseling
and placement expenses would be reimbursed under the terms of the bill.

On the state level legislation patterned on the proposed federal Part-Time
Caron Opportunity Act has been enacted in several states including Maryland and
Misaachusetts.

inIMassachusetts, Chapter 1 of the Acts of 1974, which was authored by
Representative Lois Pines, requires, that 10 percent of covered state positions
be filled by part time workers. Noting the short life of even highly success-
ful earlier projects such as the Boston part-time social workers, MAISSACAUSOtts
Las engaged a management consulting firm to develop an implementation program
whit* stresses the management benefits of part time employment, for example,
the opportunity to obtain the services of highly trained professionals such as

or psychologists who would not otherwise accept low paid state jobs.
A 114. Department of Labor grant is currently being sought to continue these
effOrts.as a demonstration project which could be replicated in other States.
Aetna implementation has bcen hampered by involvmmentof the issue in collec-

hamining negotiations and conflfot between thi' new law and existing laws
segulations. A proposed newiest of regulations , as been drafted., Implesmn-

of a voluntary flexible working hours program has bee/ given priority
f its mister acceptability and ease in adoption. it is hoped that the

which have converted to flexitime will become supportive of part
t.
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Marylan was the frst state to enact a part time employment act. Titled
the Flexible Hours Act, it differs from the proposed Federal legislation in

i
that it mend tes that only 5 percent of covered state positions be offered on
a part time lasts. Though there has been close cooperation between the bill's
author, Representative Marilyn Goldwater, and the state's personnel department
in implementation efforts, a six-month study found that many managers and super-
visors were Unaware of the new law's reql.tirements. The six-month study also
found, however. that some full time employees who preferred part time employ-
ment for health or other personal reasons had used the new law to reduce their
hours.

In Illinois a bill making 10 percent of all state positions available on
other than a normal schedule was signed into law in October, 1975. According
to a survey presently underway by Maureen McCarthy for the Committee for Alter-
native Work Patternsl the bill has been interpreted as a flexible hours plan
with core hours and an extended bandwidth during which work may be performed.

The McCarthy survey also reports that proposed part time legislation failed.
In Iowa and New Jersey. Job sharing legislation, however, is scheduled for in-
troduction in Hawaii during the next session.

In Wisconsin, where a Department of Labor funded part time employment and
job sharin demonstration project for professiopaI and para-professioeal workers
is being co ducted within. he state's Department of Administration, a Special

\
Committee on Part-Time Emploptikt was established within the state legislature .

on June 15, 1976. Chaired by Representative Midge Miller, the committee was
--._ ,' directed to conduct a study of the potential expansion of part time employment

opportunities and,prograns by the State of Wisconsin.
At

In practice, personnel policies 6t by the Office of Management and Budget
have the effect of discouraging part time employment in tne federal government
even though Civil Service Commission regulations specifically allow for the use
of part time workers and provide the methods to be used to employ themUnder
present regulations, a federal employer is required to count a part time worker
as one entirecOosition, and cannot proerate positions on the basis of actual
hours'werked. Part time workers can be placed in an "other" or "derived" cate-
gory where they do not count against the personnel ceiling for full time workers.
'Out often employers either misinterpret the rule, believing they have to count
part time people against full time ceilings, or'elee'they are hesitant to clas-
sify a job. in the "other" category for fear that it cannot be reclaimed as a
full time position in the future. The result is that federal managers are de-
terred from hiring part time workers, and continue to employ full time workers
whether the job actually requires it or not (Prywes 1974, HEW 1973, Cashdan
1971, U.S. Comptroller General 1976).

The divil Service, Commission is on record as-favoring a change in this
regulation so that all workers' hours would count against an agency's ceiling

Maureen McCarthy. "The Extent of Alternative Work Schedules in State
Goverment." _Committee for Alternative Work Patterns, to be available in March,
1977..
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on a pro -rated basis. Moreover, legislation pending in the U.S. Congress which
would require a minimum percentage of all federal jobs to be made available to
park time workers (S. 792 by Mr. Tunny, passed with amendments by the Senate,
and O.R. 3925,15y Mrs. Burke) calls for this change. But tc date, the rule
remains unaltered since the Office of Management: and Budget has rejected the
change.

-
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